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program overview
PURPOSE:

AUDIENCE:

TRAINER
REQUIREMENTS:

COURSE
MATERIALS:

CONTENT:

METHODOLOGY:

FACILITIES,
MATERIALS, &
EQUIPMENT
NEEDED:

TIME:

The Management Skills package Is a basic course that is intended to refresh and/or upgrade

managerial skills of managers, supervisors, and program directors in the alcohol field.

Supervisors, managers, and directors of alcohol programs.

At least I year's training experience Is desirable. Trainer should have experience In small group

techniques (as opposed to lecture-classroom approach). The trainer should also have some

background in management. An additional trainer is recommended when training is running

for more than 2 days.

Training package materials include this Trainer Manual and the Partic /runt Workbook. Sev

additional resource and reference books are used as a part of the learning activity.

Group dynamics

Planning and management

Board relations

Program assessment

Personnel supervision and evaluation

Funding and financial recordkecping

Decisionmaking.

The course is presented in a small group format with 10 to 20 participants.

The course has very little lecture, I t relies heavily on experiential activities, workshops, dis-

cussions, role plays, and so on.

The participants will be called upon to draw from and share their past work experiences to

solve problems with which they are confronted during training. In short, the course is designed

to present new information and to develop new skills in the context of the participant's past

experience.

Resource booklets (See ordering instructions in appendix IV.)

A meeting room to accommodate 16 to 20 participants (with space for small group work,

either in same room or in breakout rooms)

4 flipcharts

Videotape equipment (optional)

Duplicating facilities for running off assessment and evaluation instruments

Depending upon the needs, interest, and time of the group to be trained, single sessions or a

combination of sessions may be used. The time required to run the program in its entirety

is 40 hours, or 8 training days.

An assessment process is described in section IV of the Trainer Manual to assist trainers in

tailoring the training offend to the needs and time constraints of their own target group.
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S:ECTION I

What Management Skills
Is All About

Overview o
Program

Management Skills (MS)

NCAE's Management Skills model is a package designed
for managers, supervisors, and program directors in
alcoholism service delivery agencies. The purpose of MS
is to upgrade the skills and performance of managerial
personnel in the alcoholism field. Trainers of managers
in other fields will also find these materials useful in their
work.

The program is 45 hours long and consists of 16 sessions,
which last from 45 minutes to 3 hours each. Complete
presentation of the program takes S full training days.
However, individual sessions or various combinations
may be used to suit the needs, interests, or time require-
ments of the participants. The model consists of three
components: a Trainer Manual, a Participant Workbook,
and resource materials.

1. Trainer Manual

This book contains complete instructions and re-
source references for delivering the MS program.
I t provides the following information:

Sec tion I gives details about course content and
methodology, the target audience, assumptions
about training and trainers, and suggestions about
how to prepare to run the course.

Section II describes how the materials can be
shortened and adapted to meet particular needs.

Section III contains instructions and suggestions
for conducting individual sessions and for using
the materials. This section is intended to be u_ sed

as a study guide before delivery.

Section IV (the appendixes) contains sample forms
and materials that can be used in asse -. g partici.
pant needs and in preparing, conducting, and evalu-
ating the program.

Participant Workbook

This workbook provides references and handouts
used in the preparation and delivery of the training
sessions. Each participant should have a copy of
the workbook or a copy of the appropriate
handouts.

Resource Materials

A number of reference books are used in various
sessions of the course. It is recommended that the
facilitator* and the participants have a copy of each.
A listing of sessions that incorporate these books
and information about purchasing them are in-
cluded in the appendixes. Other publications cited
are optional for the facilitator and the participants.

The National Center for Alcohol Education (NCAE)
developed the initial version of this Management Skills
package to provide halfway-house administrators with an

*Throughout this manual, the terms trainer and facilitator are
used interchangeably.



opportunity to learn and practice systematic approaches
for carrying out their daily managerial responsibilities.
This course was pilot-tested twice at NCAE with repro.
sentative halfway-house administrators from across the
country. Following these trials, a revised version was
fleid-tasted nationally with audiences of managers,
supervisors, and directors from different kinds of alcohol
related agencies. The field tests Indicated that field
trainers can readily adapt these materials and use them
effectively, not only with halfway-house administrators
but also with much wider audiences. The present edition
reflects what NCAE learned about the requirements of
this expanded training population of alcoholism program
managers.

We feel confident that the model now can meet the needs
of these participants. Flexibility has been built into the
model to accommodate the time constraints and other
special circumstances we observed in the field. When only
adapted portions of the course are conducted, the seg-
ments selected should correspond to the needs expressed
most strongly by participants on the assessment forms
in section IV.

Whether conducted in its entirety or in segments, the
MS package can benefit people who

Plan or administer alcoholism program services;

Manage a unit or operation in an agency;

Supervise alcoholism service providers;

Possess little or no formal management training;

Have had some formal management training but
feel the need to practice basic management skills.

The recommended number of participants is 16 to 20.
One trainer can manage a group this size for a day or two.
We recommend using at least one additional trainer for
training that runs for more than 2 days, The recom-
mended training group size divides into four small groups
of four or five participants each for practice sessions. A
single large room is adequate for the training if it is large
enough for four or five groups to talk In conversational
tones without distracting each other, but two or three
additional breakoff rooms are desirable.

Trainers delivering this program should support the basic
content and methodologies of the sessions they conduct.
They should be the ones who regularly conduct training
for employees in alcohol related service agencies as part
of their overall job responsibilities. Trainers who conduct
training for managers are even more desirable as facilita-
tors for this program. The training audience for the pro-
gram is managers and supervisors, so a trainer with some
management experience is likely to have fewer credibility
problems than one with no management experience. It
is preferable that an outside trainer deliver this training
rather than an agency manager/trainer whose managerial
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conduct or style does not accord with what the package
describes as good managerial practice.

B. The MS Curriculum

The MS curriculum presents the fundamentals of plan.
nIng In a changing environment: working productively
with staff and board members, finances, supervision, per-
formance appraisal, and clecisionmaking.

Session 1, Orientation and Overview (VI hours)

Participants and staff meet to review the
training goals, to compare participants' ex-
pectations about training and training goals,
to review the schedule and activities, to com-
plete administrative details, and to begin the
evaluation process. Special attention is given
to activities that will help participants and
staff become acquainted.

Session 2. Group Process (all day)

Because managers frequently work in small
groupse.g., board of directors' meetings,
staff meetings, interagency committees and
because many of the training activities are
carried out in small groups, the entire first
day of training focuses on the theory and
practice of group effectiveness.

Session 3. Management and Change (2% hours)

The role of manager is examined through
classification and analysis of present activities.
The manager's role is further explored in light
of the constant and sometimes conflicting
pressures for change. Relationships between
management, the planning process, and sub-
sequent training sessions are discussed.
Practice in group process skills is built into
the learning activities of this session.

Session 4, The Planning Process (3 hours)

A systematic planning process is presented
and discussed specifically as it relates to the
management role. Special emphasis is given
to writing specific objectives.

Session S. Director and Board Relationships (3 hours)

Guidelines for increasing the effectiveness of
boards are presented and discussed. In a role
playing exercise, participants observe and
discuss a problem situation confronting a
program's board of directors.

Session 6. Planning for Change (3 hours)

Participants gain practice in planning by
identifying the problem dramatized in session



S and developing a plan for Improving the
situation. Using a prepared checklist adapted
from accreditation standards, each partici-
pant assesses his/her own program to identify
an area for Improvement,

Session 7. Funding Sources (11A hours)

Various funding sources are classified and
summarized, with emphasis on guidelines for
securing funds from foundations.

Sessions 8 Selected Aspects of Financial Management
and 9. (3'/4 hours)

Participants share costsaving ideas, examine
essential record keeping requirements, and
practice calculation of cost per resident day_ ,

cost par hour of counseling, and so on,

Session 10. Organization Structure and Position De lo-
tions (2! hours)

Using a hypothetical situation, participants
plan the organization of a selected type of
alcohol program and develop a job descrip-
tion for one position. Using a prepared form,.
each participant examines personal attitudes
toward his/her work situation. Both of these
activities are designed to highlight the impact
of formal and informal patterns of organiza-
tion on employee satisfaction, performance,
and, ultimately, client service.

Session 11. Personnel Evaluation and Supervision (44
hours)

Procedures for staff evaluation are presented
and discussed, including use of a personnel
appraisal form and setting of work objectives.

Session 12. Appraisal Interview and Staff Development
(3 hours)

Participants demonstrate and evaluate three
types of personnel interviews and explore
possible strategies for providing staff develop-
ment opportunities on a limited budget.

Session 13. Information Gathering and Decislonmaking
(3 hours)

Several important management issues are
examined from the perspective of decision-
making: what decisions are made, who makes
them, what information is needed, and how
leadership style affects decisionmaking.

Session 14. Work on Individual Plans (3 hours)

Each participant applies the planning process
to meet a program need identified in session
6. All training session notes and materials

arc used as needed; training staff members
available for consultation.

Session 13, Presentation of individual Plans (3 hours)

Participants exchange their plans and rate
them using a prepared checklist, Selected
plans are then presented to the total group
for review and discussion.

Session 16, Closing Activities (45 minutes)

Training staff members summarize the pro-
gram activities; participants complete final
evaluation procedures; and certificates are
awarded (optional).

Two other activities are interspersed throughout the
training program. The first is a series of brief reading
assignments designed to provide participants with back-
ground information and/or new theoretical material
before they begin a session or to summarize and restate
information presented in a session.

The second activity is the participant presentations, which
are assigned during session 2 and scheduled for presenta-
tion in sessions 7, 11, 12,14, and 15. Later suggestions
on how to adapt the materials will explain how these
exercises can be used in individual sessions. Participants
choose one of five topics to work on. The number of
participants who may choose a topic is predetermined
by the nature of the topic. Presentation guidelines and
resource materials are provided for each topic.

C. Evaluation Instruments

Copies of all the evaluation instruments administered to
participants during course development are contained
in section I V. To make additional copies, detach these
pages and duplicate them or retype them from the
manual and then duplicate. Each instrument is discussed
briefly here.

1. PrePostcognitive Test

Th is instrument is designed to measure the cogni-
tive gains that occurred over the entire course. It Is
to be administered to all participants before the
training course and again as the last activity of the
course. So that this may be as accurate a gage of
growth as possible, it is imperative that facilitators
cover, during instruction, all the major points
listed in the session outlines.

2. Postsession Rating Form

This form invites comment from participants on
tie utility, effectiveness, and clarity of the materials
of a particular session. It asks them to rate the
relevance of the material to their needs and to
make suggestions for improvement. One item



relates o the effectiveness of the facilitator, It is
suggested that this form be used only for sessions
of particular interest to the facilitator. The rating
form may be alternated with debriefing sessions to
give the facilitator oral feedback on participants'
reactions to the course. A few minutes at the end
of the selected session should be allowed for com-
pletion of the form,

Debriefing Guidelines

The questions guide the facilitator in conducting
a short, informal meeting with selected participants
about the progress of the course,

4. Final Evaluative Review

This instrument provides for an assessment of the
participants' perceptions of the relevance and utility
of the entire training course and their overall
reaction to it, It is administered at the end of the
entire course,

Design As u nptIons About Training And
Trainers

NCAE developed these materials based on a number of
assumptions about "good training" and "good trainers,"

1. Good training accommodates adults who are

independent,

experienced,

problem-centered, and

"now" oriented.

2. Good training, therefore, is

self directed (the learner is involved In conduct-
ins the learning experience);

experience based (learning activities are planned
around the participant's experiences);

problem centered (learning centers on learner
needs/problems, not on "covering" subjects);

immediate in application (learning can be put
into action directly).

3. A good trainer plans the event by

laying out overall training goal(s);

deciding who will attend (recruitment and selec-
tion procedures);

assessing funding sources and costs to partici-
pants and assigning responsibility for finances;

setting the timespan for training in light of costs,
participants' needs and availability, and trainer
capability;
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determining those strongly felt needs or partici-
pants that can realistically be met within time
limitations;

adapting the materials to focus on these parti-
cular participant needs (suggestions about adapt-
Ing the materials arc given In section II);

attending to the logistical needs of participants
(food, lodging, travel);

arranging for adequate training facilities;

acquiring and testing required instructional
equipment;

engaging the group facilitators and content
specialists needed to conduct the training;

coordinating the management and delivery
activities of everyone Involved In planning and
running the training program.

4. A good trainer prepares.

5. A good trainer facilitates learning by

al helping people feel comfortable;

creating a healthy learning atmosphere;

being supportive and respectful, not judgmental;

being aware of his/her own biases;

giving participants some rein;

focuiing on participants' problems;

drawing on participants' experiences;

a providing practice In applying learning;

keeping a finger on the pulse of the group and
Individuals within it;

dealingeffectively with participants who display
behaviors that can impede group work or
obstruct learning;

surfacing and addressing the underlying prob-
lems of the entire'group or of subgroups when
they adversely affect program progress;

6 being a good training team member.

E. How To Prepare To Run MS

To prepare for the MS course as a whole or in various
session combinations, the facilitator should:

Review package contents; do not try to read it
all in one sitting.

Read sections I and II carefully.

Apply suggestions on adaptation and select train-
ing focus.

To prepare for each individual training session in section
Ill, it is suggested that the facilitator:



lew the session summary page and determine
relationship of the objectives of the session
hose of the previous session and of the over
ourse,

lew the sequence of activities, the discussion
ts, and the materials several times before the
Ion to become thoroughly familiar with the
Ion and Its content,

e cue cards for use in the session, The
erlals were designed for preparation, not for
ivy, Trainers are strongly encouraged to
presentation materials Into their own words
to determine the amount of detailed in
ctIon they personally need. Trainers should
Lh is manual for quick reference during group

k and breaks. (See sample cue card in
!mikes.)

ble-check to see that all the materials, equip-
t, and furniture listed on the summary page
repared or obtained.

flipcharts, which may easily be made by
Ing or drawing with markers on large paper,
tripod is not available, flipcharts can be
d or tacked to the wall, A chalkboard and
k may be used Instead.

e sure that any audiovisual equipment will
vallable and operational when needed. If

the facilitator Is to operate the equipment,
he/she must know how beforehand.

Rehearse the presentation ahead of time as If the
group were present. Once the facilitator Is suffi
dandy familiar with the workshop contents and
background material and has prepared his/her
notes and key questions, a final preparation
step is to enlist a coworker, friend, or family
member to act as particIpant.audience and to
run through all the sessions as in an actual work.
shop. An audience of one or two is not Ilic
same as a roomful of participants, but this
exercise will give the facilitator a feel for the
flow of the activities, the pace and structure of
the workshop, and the use of the session cue
cards. If no one Is available to serve as an audi
ence, or the facilitator is uncomfortable with
this arrangement, the facilitator should go
through the sessions stepby-step by himself/
herself,

Review cue cards (or make them up) the even.
Ing before delivering the session.

Check the operation and placement of equip.
ment, arrange materials and furniture as neces,
sary, and review cue cards one more time before
each session and before the arrival of the
participants.

12
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SECTION II

How To Adapt MS
To Meet
Particular Requiremen

The sessions in this course were constructed to be used
in sequence over an 8-day period. However, they can also
be conducted at spaced intervals. In addition, a number
of sessions can be put together and used as independent
units or minicourses that run for 1 or 2 days. And, as we
will see farther on, certain sessions can stand alone.

A. Combining sessions into min icourses

In circumstances where it is not feasible to present the
en tire MS model, the facilitator can present minicourses
thatconsist of sessions assem bled in various combinations
to address these broad training issues:

How do alcohol program managers work effec-
tively with staff to meet the current challenges
of alcoholism programming ?Minicourse B:
Facing the Future Together.

How do program managers identify what they
should be doing and set specific objectives for
these activities?Minicourse B: Specific Objec-
tives for Basic Management Functions.

How are planning principles and relational skills
used to solve selected problems? Minicourse
C: Planning, Relations, and Problem Solving.

How do alcoholism agencies raise new money,
make the most of available resources, and keep
track of actual expenditures against proposed
expenditures over a given period of time?
Minicourse D: Raising, Maximizing, and
Accounting for Agency Funds.

How should a particular agency organize itself,
divide labor, and provide decisionmaking policies
that are well understood, correctly followed,
and effective ? Minicourse E: Organizing Work.
and Making Decisions.

How do managers set out job expectations with
employees, Riper-vise performance and give
feedback on a regular basis, and provide for
staff &yelp prmen t when indicated?Minicourse
F: Supervision and Performance Appraisal.

The sessions that make up each rninicourse have been
combined to permit the facilitator to lead the partici-
pants to a resolution of these issues in a reliable and
methodical way. Included in the description of each mini-
course below are sugges-tlons for adapting the materials
specifically for this kind of use by making alterations in
the manner of presentation of the individual sessions in
the course. These adaptation recommendations refer to
the actual session outlines contained in section III of
the Trainer Manual, The recommendations are given here
as part of the treatrnent on adapting MS to meet particular
requirements. A clear understanding of them will require
that the facilitator first siudy section I II, Session Outlines.

13

Minicourse A: Facing the Future Together

Minicourse A is composed of:

Session 2ADiscussion of Reading Assignment
Session 2BGroup Process
Session 20Group Process

7



It is a 1-day course that can help rranagers chart
out program directions and Implementation strat-
egies that get staff pul ling together toward a clearly
perceived mission.

The following adaptations are recommended for
minicourse A:

Begin the course with th e Iceb.reaker EAerCise
in session 1D or with a 14warrnup" exercise of
your own choosing.

Summarize Me purpose dOf sessions 2A 2B, and
20 on newsprint (see introduction of these
sessions)

Compare participants' expectations with the
objectives of the rninicourse, Make sure partici-
pants understand which expectations 'will and

will not be addressed (see M5I F for one way of
doing this),

Assign the article by Bacon and/or the article
by Schmidt, et al., depending on available time
and interest. Malt until participants are finished.

Lead a discussion on the artic I c(s) read-for
Bacon, MS2A4 for 5chrnid I, A/152AD.

Skip session 2C and 5o cl irectly to session

Drop the assignment at the end of 20,

2, Minicourse B: Specific Objectives for Rasic Ma riage-
ment Functions

Minicourse B consists of:

Session 3-Managernent and Change
Session 4-The Planning Process

This 1-day course can help the harried program
manager sort ou t the kin ds of things he/she shculd
be devoting time to from those that are not cf
primary concern. The course then teaches the
manager how to formulate concrete ouitcornes for
top priority work requirements, fvlake the follow-
ing adaptations for this course:

The first three suggestions u rider In i nicourse A
also apply here.

In MS3H, concentrate on the first three session
topics in the right hand column of handout 3.
Mention the other functions In this column as
examples of other kinds of activities on which
these functions come to bear,

Minicourse C. Planning, Relations, and Problem
Solving

Minicourse C is composed of:

Session 4-The PI an ning Process
Session 5- Director /Board Relationships
Session 6A & 6- Plann ing for Change

`This 1i1 Aay cruise al lows ma =nagers time to prac-

tice setting program objectives arid dealing with
the i riterporsonal relation ships; with board members
in selling and itruplementing p rogram ideas in the
face of obstructions and problems,

The following adaptations are recommended for
rninicourse C:

The first three suggestions under rninicou
apply here.

The short case study in harldowt 2 for MS5 in
the P'artic iprir2t Wcak&ook reeds to be rewritten
to include the same kinds of in formation (pro-

-,

grain goals, program description, staff, board of
directors, budget) as they apply to a typical
agency such as the ones in which participants
vvorlc. The title should be changed to fit this
revised version.

a If the training and ience is riot composed exclu-
sively of half-way-house ad min istrators, some
parts of the halfway- house Assessment Work-
sheet, Handout 1, M56B, of die Part fclpan
443rIztook will have to be revised. odi fica ti on s

can be made vvith the help of J oint Commission
on the Accreditation of Hospitals' standards.
The format of the worksheet and instructions
in the manual can be fcallovvcd if these changes
are made. Question 4 on handout 3 of session
6Bshould be changed to sent the participants.

-e A

4, Nlinicourse D: aising, hlaxirriiring, and Account-
ing for Agency Funds

Ninicourse CP is odrnposcd of:

Session 7-Funding Sources
5essi on 8-Selected Aspects of Financial Man
rent
5essi on 9-Selected Aspects of Financial Manage-
Men (co nt'd)

Ceperidi rig on the options followed, this course
I asts frorn 5 to 7 hours. Presenting It will require
thorough preparation. The content is highly
detailed, and some adaptations in the suggested
variations take nnore time than those in other
rninicourscs. The following adapta.tions are recom-
mended for rninicourse ID:

es The first three suggestions render ID
ap ply here.

Drop MS7 A if "philosophy of funding" is not
innportant to you or to yaw group This is the
easiest path to folio w, h f that is shat you intend
to do, go on to the flex t reoorn rnen ded adapta-

tion. If the subject is important, you have
several options following your warmu p and
introduction of goals,

nicourse A

-14



- For halfway-house administrators, present
section 2C, win g orrly the portion on die
Priilosophy of Fundijigby H. Leonard Boche,
Distribute the -accompanying handouts.
(Allovi 4-5 rninLites for instructions and
reading.)

Deliver a rninileciure on the subject, based on
resource materials of your own choosing

For other kinds of alcoholism prograrns, you
rn.ay assign an appropriate resource and adapt
the handouts in sess.ion 2 to fit (recom-
mended only if the trainer has time to adapt
tFtern thoroughly),

Frop, MESA_

1115913, Calculating Cost Per Res iden t Da y, a=rid

111S8C,Calculati ng Cost,. are tootle tail tired closely

to services and costs of halfway houses. They
c an be used with minor revisions -for instit=utions

provioling inpatient care- For groups prowiding
outpatient care only the materials can be used
in two ways.

Have participants carry out sections 13 and C
in unchanged for2n as. halfway house adman'.
strators. Emphasize the process and note the
di fference there vvoull d be if they were doing
it for their own a_gencies.

0R.

Skip Sc and do only V. I n this case, make
necessary changes in riandouts (for example,
elirninate board and room costs and ether
costs that are not ap plicable; include costs
that are not wen toned, if any).

INinicourse E: OrIganling Work and Maki
!Decisions

i" 1in icourse E consists ol:

Session TOOrganization Structure and Positi
Description
Session 1 3Information Gathering and De Ision-
nuking

This- 1day rn inicourse nrelps managers select orian
i2ational arrangements And job assignments that
take into account the agency's work and staff
characteristics. It alSo gi ves participants a chance
to analyze the kind of inforrnation gathering and
decisiortrnaking technicmes -that make sense far

tteir job_ Twe adjustme4its are recommended fo r
this rninicoursc:

The fi rst three su gge5tiori 5 n (ler rnin icourse A
apply there.

The handout, Organization Task Instructions for
session 10, will have to be modified in each of
the capitalized categories to fit the participants
(unless they are all halfway-house administra-
tors).

4 The last points of session 10 in the TrainEr
Manua/ may not be appropriate.

a Conclude session 10 on Organization Structure
and Position Descriptions with a Morale Index
Deport from session 11.

6. Minicourse F: Supervising and Evaluating Staff
Performance

Minicourse F is made up of:

Session 10Organization Structure and Position
Descriptions
Session 11 Personnel Evaluation and Supervision
Session 12Appraisal Interview Techniques and
Staff Development

Two minor recommendations are suggested for
conducting this 11A-day minicourse:

Again, the first three recommendations under
rn inicourse A apply.

Drop MS11E, Participant Presentation: Use of
Volunteers.

Skip MS12A, Participant Presentation Appraisal
In terviews. Begin session 12 with B, Staff
Development.

If certificates are to be awarded at the end of any
of these rninicourses, session 16, Closing Activities,
can bi,e used.

B. Using Individual Sessions

Sorre individual sessions can stand alone. In Aorne in-
stances, the expected outcome describes the session con-
-tent better than the title. The sessions are listed in the
-table that follows, which gives the number and name of
mad, session, what participants will gain from it, brief
adaptation recommendations, and the time needed to

on duct each session.

-The assessment instruments and tabulation forms in
section IV can be used by the trainer to find out which
ratraicouzse 4Or session(s) his/her prospective participants
would like to cover.

-The conient and methodology of other sessions can be
used alone or in combination by the resourceful facilita-
lor in creative ways that serve his/her own training
situation,



Session
Expected
Outcome

Recommendations
for Adaptation Time

2A. Discussion of
Reading Assign-

ment

Examine the effect of current
trends in alcoholism on an
agency in its present state of
development.

. _

Begin with MS1 H. Us... appropriate
handouts. Select different reading.
materials from Bacon, if desired.
Have participants read the two
articles beforehand or allow time
to do so.

1V2 hours (if
articles are read
at training)

2B. Group Process Learn how to facilitate group
consensus; value of group
work in selected kinds of work.

Use as is. 21/2 hours

2D. Group Process Learn and practice behaviors
that foster and impede produc-
tive, amicable group work.

Concluding assignment is optional. 31h hours

3. Management
and Change

Isolate most important manage-
ment functions in light focus
current demands.

Skip MS3A2 of this session. In H,
on the righthand column of

handout 3. The functions in this
column can be used as examples of
the other kinds of activities in
which these functions are involved.

21/4 hours

4. The Planning
Process

Learn how to formulate con-
crete program outcomes through
combined individualized group
learning experience.

Drop references to previous session. 3 hours

S. Director and
Board Relation-
ships

Role play and critique director
and board resolution of a
selected problem.

The second recommendation under
rninicourse C applies here.

3 hours

6A Planning for
& B Change

Analyze a case study that re.
quires application of planning
process skills to a selected
program problem.

Can be run as is for halfway-house
administrators. When run with
others, the third recommendation
under minicourse C applies. This
latter course requires detailed work.

3 hours

7, Funding
Sources

Identify sources of funding;
learn ways of resolving a
current problem with avail-
able resources

A bit too didactic by itself. Break
up into groups for B5 and 6;
reconvene for small group
reports. The second suggestion
(about philosophy of funding)
under minicourse D applies.

11/4 hours

Selected

Aspects of
Financial

Management

Brainstorm on cost-cutting
measures when belt-
tightening is necessary.

Use as is. Easily combined
with session 7 or 9.

1 /2 hours

10



SESSION TABLE (Continued)

Session
Expected
Outcome

Recommendations
for Adaptation Time

Selected

Aspects of
Financial
Management
(con t'd)

Calculate cost per
resident day and/or unit
cost.

Use as is for halfway-house

administrators. Carry out
'adaptations on calculating
costs under minicourse D for
other groups. In either case,
this session requires very
careful preparation.

13/4 hours

10. Organization
Structure and
Position
Descriptions .

Know the process for
organizing staff and assigning
responsibility.

Conclude this session with the
Morale Index Report from
session 11.

21/2 hours

11. Personnel

Evaluation and
Supervision

Learn the principles of
supervision and performance
evaluation.

Drop MS11E of this session. 23A hours

12. Appraisal Inter-
view and Staff
Development

Practice ways to conduct
appraisal interviews and to
address resulting staff de-
velopment issues.

Materials mentioned in session
MS2C, handout 2, (Or a
suitable substitute) must be

,.read before session begins.
Allow the time. See MS2C,
D2, Special Instructions.

3 to hours

13. Information
Gathering and
Decisionmaking

Explore different ways of
making management
decisions.

Drop A1. 3 Fours

11

17



SECTION III

Session Outlines

Using the Session Outlines

In using the Session Outlines, please note that the first
page, or cover sheet, for each session indicates the session

goals and objectives, total session time required, equip-
ment, materials, primary training methods, and meeting
room arrangements. The subsequent pages should be
read across the double page, The lefthand page specifies
suggested times for each activity, sequence of activities,
and materials needed for that activity. The righthand
page outlines the points for discussion corresponding to
the activity described opposite.

REMINDER: Section III is intended for the trainer's use
in preparing to deliver sessions. Trainers should make
their own presentation cue cards as they prepare to de-
liver. (See example in section IV.).

Program Goals

Participants will improve their managerial capabilities by
increuing their understanding of and improving their
skills in:

1. Exhibiting helping behavior and dealing with
hindering behavior in work with groups of staff
members.

2. Relating basic planning concepts to their man-
agerial and administrative responsibilities.

3. Handling relations between an agency and its
board.

4. Structuring work and articulating job responsi-
bilities.

5. Supervising and evaluating performance.

6. Conducting appraisal interviews and providing
staff development.

7. Decisionmaking.

8. Developing a plan addressed to a specific prob-
lem area.

13



Session 1: Orientation and Overview

GOAL OBJECTIVES: The goals of this session are to

1. Establish an atmosphere conducive to learning

2. Familiarize participants with goals of the training program

3. Familiarize participants with materials, facilities, and services.

At the end of the program participants will be able to:

1. Match one training program goal with corresponding sessions which apply to it

2. Identify correctly by first name at least half of the others in the group and the training
staff members

TIME REQUIRED:

EQU IPMENT:

MATERIALS:
(Handouts and
references are found
in Panic ipant
Workbook)

PRIMARY
METHODS:

3. Locate, among written orientation materials, directions for completing the expense forms,
the name of a moderately priced restaurant within walking distance, and the time and
location of one local A.A. meeting.

TA hours

Flipchart paper, tripod, masking tape or cks, markers

Name tags

Handout 1, Interview Guide

Handout 2, Article by Selden D. Bacon

Handout 3, Study Guides for Assignments

Reference 1, Needs Assessment Form

Reference 2, Program Goals

Reference 3, Program Schedule (to be prepared by leader before session and distributed to
participants)

Flipchart 1, Training Program Schedule (optional, to be made before session if used)

Resource Material, Leadership Resources Management Library (for reference, article by
Schmidt & Lippitt); Administrator Plus

Lecture, discussion, group exercise

MEETING
ARRANGEMENTS: Drawing , Round table setup; cir drawing 6, Discussion setup.

15



Session 1:

Time Sequence of Activities Materials

2-4 hours A. Hospitality room (optional)
1. If possible, it is useful to have a meeting room

available as an informal meeting site for early
arrivals.

Staff hosts and hostesses distribute name tags
and carry out introductions.

3. Light snacks and beverages may be provided.

10 min. B. Formal arrival

1. Distribute name tags (when required) if a
hospitality room is not available for early
arrivals.

5 min. C. Introduction

1. Explain the purpose of this session and the
topics that are included.

A2. Name tags

B1. Pens and pencils

2. Describe the sponsoring body and the
training facilities.

45 min. D. Icebreaker exercise

Tell participants that the purpose of the icebreaker
exercise is to help them get acquainted with each other
in an informal way, Then proceed with the following
instructions.

1. Choose at random one person and ask that
person to shake hands with the person on
his left.

2. The third person shakes the hand of the person
on his left and so on until everyone in the group
has a partner. Pairs will consist of either two
participants or one participant and a staff
member. (If the group is uneven, the last three
people form a trio.)

3. Instruct participants to locate handout 1 for this D3. Handout 1, Interview
session and have them take turns interviewing Guide
each other by asking the questions on the guide
and any other questions that occur to them.
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Orientation and Overview

Points for Discussion

A. Hospitality room (optional)

There are no discussion points for this section.

Formal arrival

There are no discussion points for his section.

C. Introduction
1. The purpose of this session is to acquaint participants with the training team (or leader) and

with each other and to familiarize participants with the total training program.
Major topics to be included are the following:

Introduction to training program

Participant? expectations of training program and program goals
a Schedule and activities

Evaluation procedure

Administrative details

These will depend upon the circumstances of your own situation.
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Session 1:

Time Sequence of Activities Materials

Each interviewer will have 3 minutes to ask
questions of his partner. (Signal the end of the
first 3 minutes.) Suggest that they briefly
record the responses on the guide to aid them
when they introduce their partner to the group.

At the end of 6 minutes, call the group to atten-
tion and choose a participant at random to intro-
duce his partner, using the information in the
interview guide. When the one person has been
introduced, he In turn introduces his partner.
Each introduction may not exceed 2 minutes.

S. Each introduction may be followed by one
comment from the person being introduced
and/or one question from the group.

6. When all have been Introduced, ask for one volun-
teer to name the others, beginning with the person
he introduced, and to continue around the table
until he misses a name. Ask for another volunteer
to start there and to continue as far as he can.
Continue in this manner until everyone has been
named.

15 min. E. Overview of training program

1. Review background development of program.
(See opposite.)

a. Identification of target group.

Association with AFIFIAP.

c. Pass out the Needs Assessment Form.
Ask how many present filled out one of
these forms. Lead participants through
categories on Needs Assessment Form.

IS

E1 e. Reference 1, Needs
Assessment Form



Orientation and Overview

Points for Discussion

Overview of training program

. Alcoholism program managers were selected as the group to receive training in management
for several reasons:

The move toward national accreditation demands systematic financial and general operat-
ing accountability.

Many managers have had little formal training in this area.

Few training programs designed especially for this group are available elsewhere.

This training program is a product of the research and development that took place to meet
these needs.

l b. During the research phase, contacts were made with numerous halfway-house directors and
organizations to determine the exact needs in this area, regardless of location. Their contri-
butions were very valuable, and this task could not have been completed without them.
Special thanks go to the Association of the. Halfway House Alcoholism Programs of North
America, (AHHAP) and to the 32 intitial trainees who helped develop this program.
Based on the needs assessment results gathered from halfway-house directors who partici-
pated in the initial training program, and from other kinds of alcoholism program managers
In ex panded field trials, the present goals, objectives, and content were decided upon.
Participants were asked to rank the categories In order of impOrtance. The results of the
tabulation showed this order of priority:

Personnel and program matters

Fiscal management



Time Sequence of Activities Materials

20

Distribute the Program Goals. Lead
discussion pointing out the correspond-
ence between the goals of the program
and the priority needs listed in the dis-
cussion column.

2. Describe the collaborative nature of the effort
and the value to program success of each parti-
cipant's experience and knowledge_

2 4

Md. Reference 2, Program
Goals



Orientation and Overview

Fonts for Discussion

Community relationship
Planning

Use of data,

All subtopics in each category are not represented in the program because ime constraints,
but the most important needs are represented in this program.

E2. The workshop is based upon the information described above, but it is not perfect. Therefore,
we invite your comments and suggestions during the course of the program so that we can
respond to your concerns and needs as the training progresses. To facilitate this process, we
have provided places for feedback in the program.
Each of you comes to this training program with abundant knowledge and experience gained
from the successful operation of an alcoholism agency. The program is designed to capitalize
on this asset, in light of the realization that participants learn as much from each other as
they do from training programs. It should be stressed that in this situation we are learners,
as well as trainers. Our role essentially is to try to provide a learning atmosphere that will
facilitate an exchange of ideas and will provide a focus for your contributions.
In addition, we have allowed time for presentations by you that,will be accomplished
through the use of worktopic groups. These presentations will be interspersed throughout
the course and will address subjects that were found to be pertinent to the needs of program
managers. (This last paragraph applies only if entire course is being run.)
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Session 1:

Time Sequence of Act w ie Materials

30 min. F. Expectations about program's approach

1. Ask each participant to recall previous
workshops or other formal learning experi-
ences and to list on a piece of notebook
paper one or more helpful and unhelpful
things (helpful = aided learning, unhelpful =
hindered learning).

When most participants have stopped writing,
ask someone to read a positive item he wrote
down and to record it on the-flipchart. Ask
someone to add a different one until all
unique items have been listed.

3. Repeat the steps for the negative items.

4. Ask participants to explain any items that are
not clear.

5. Summarize what the group expectations seem
to be and how they compare with the plan of
the course. Clarify what will and will not be
covered in the course.

15 min. G. Schedule of activities

1. Distribute the program schedule you have
prepared. Review the topics and activities
listed in the schedule, using the flipchart in
the front of the room. Participants can
follow either on the flipchart or schedule.

2. Invite and answer questions about the
schedule and the goals.

22
26

. Flipchart paper,
felt pens

G1. Reference 3, Program
Schedule
Flipchart 1, Training
Program Schedule

_(optional)



Orientation and Overview

Dints for Discussion

F. Expectations about program's approach

The purpose of this activity Is to give you sonic Ideas about what the participants are looking forIn the way of method and/or approach, so that you can make adjustments for individuals within
the format of the course. It is unlikely that there will be an exact match between people's ex-
pectations and the actual program as planned,

G. Schedule of activities

There are no discussion points for this section.



Se4ssion 1:

Time Sequence of Activities vials

15 min.

15 min.

24

H. Assignments
Distribute articles for participants to read, Point
out the study guides and reporting sheet which
are to be completed for the ensuing discussion.

(Article in management library may be duplicated
for participants)

Administrative details

1, Review reimbursements, cash advances, and
travel arrangements as necessary.

2, Answer questions.

Summary
Summarize the main points of session.

28

H. In Workbook: Bacon,
Seidon D, "Meeting
the Problems of Alco-
holism in the U.S.,"
and study guide.
Leadership Resources
Management Library:
Schmidt, Warren H.,
and Gordon Lippitt,
"Managing the Chang-
ing Organization," and
study guide.



Orientation and Overview
Points fn Discussion

H. Assignments

There are no discussion points for this section.

Administrative details

There are no discussion points for this section.

Summary

The overall purpose of this session was to:
1. Provide background and overview of the coming days' activities
2. Help participants know each other as an aid in accomplishing course goals
3. Make clear what the training staff is able to provide in the light of the overall expectationsof participants
4. Detail the importance of a collaborative effort between staff and participants and the valueof each person's input into the program

Review goals, schedule, materials, and administrative details.

25
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Session 2A: Discussion of Reading Assignment

GOALS /OBJECTIVES:

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references are found
In Participant
Workbook)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

Each participant will attain an Increased awareness and understanding of the elements and
issues associated with selected aspects of effective alcoholism program administration.

Each participant will be able to:

1. Name and explain two basic points Bacon makes In his article

2. Name at least two current issues in the alcohol field and describe how they affect he
participant's own program.

30 minutes

Flipchart paper, tacks or masking tape, felt pens

Reference 1, Sample Matrix for Tabulation

Flipchart 1, Matrix of Participant Ratings (to be prepared in class

Person to tabulate ratings and tally on flipchart 1

Reference 2, Changing Organizational Needs

Large group discussion

Drawing 1, Round table setup

27



Session 2A:

Time Sequence of Activities

2 min. A. Introduction
Describe purpose of session.

Materials

5 min. B. Matrix for reporting sheets

1. Collect reporting sheets on which participants
recorded their ratings of the checklist of the
reading assignment, Managing the Changing
Organization.
Tabulate the ratings on the sample matrix by
placing a hashmark in the appropriate cell for
each response made by each participant. Tally
and reproduce on a flipchart to be ready for
display at the end of the reading assignment
discussion. (You will need a helper to do this
while you work with the group.)

10 min. C. Discussion of Bacon article

1 Start with the first question on the Study Guide,
completed as part of the assignment.

2. As participants answer questions, write their C2. Flipchart paper, felt
comments on the flipchart. Prompting pens

questions and answers are suggested opposite.

28

B2. Reference 1, Sample
Matrix for Tabulation
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Discussion of Reading Assignment
Ants for Discussion

A. Introduction
The purpose of the assignment is to help place the training program in the framework of alcoholismprograming as a whole and to highlight the trends and conflicts In the alcoholism field thatrelate especially to each agency's work.

C. Discussion of Bacon article

2. Where in history does Bacon start his analysis?
Roots of the current situation in the. U.S. go back to 1825; began with temperance
movement that started out with a fairly liberal stance.
What were the main features of this period?
Toward the end of the 19th century, this stance became more conservative and morerigid, in contrast to the general national stance. That was becoming more liberal and moreflexible under the influence of industrialization and urbanization.
What marked the end of this period?
Bacon dates the end of the classical temperance movement in 1925. Other nificantdates are the beginning of Prohibition in 1919 and its repeal in 1933.
How does Bacon describe the next period?
Bacon calls it "limbo"from 1925 to approximately 1942.
What was the picture during this time?
Alcohol problems continued, and there was general avoidance of the subject nd itsproblemsnot only by society at large but also by the helping professions.
What marked the end of this period?
The end of this period is marked by the beginning of A.A. as the first substantive actionprogram.

What words does he use to describe the current period?
The current period has five asp_ ects: recognition, action, fractionalization, turmoil, andhope.

29
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Session 2A:

Time Sequence of Activities Materials

C. (continued)

After major points have been listed, ask
participants if they have any additions they
would like to add to illustrate any of the
periods Bacon defines. What implications for
their agencies do they see in the current trends
and issues?

4. Put additions on flipchart in appropriate places
with a different color pen.

10 min. D. Discussion of "Managing the Changing Organization"

1. Start discussion with the following question:
Given the implications for alcoholism pro.
grams, what changes are facing your agency now?

30



Discussion of Reading Assignment

Points for Discussion

What examples does he use to support his case for recognition?

Recognition that alcohol Is used widely and in most cases without problem; problems are
associated with deviant use; problems differ in nature and type; other problems stem
from methods to control direct problems.

What does Bacon say about action?

Action does not match the level of recognition.

What examples does he give of action that has taken place?

1942A.A. grows; 1943summer school programs begin; 1944State alcohol units are
formed; halfway houses and detoxification centers are initiated; research begins; NCA is
founded.

What major development has occurred since this article was published in 1970?
Hughes Act was passed; NIAAA was formed.

What factor does Bacon suggest is the reason for fractionalization?
Fractionalization rather than a total approach was developed to avoid any chance of a
return to Prohibition.

What evidence does Bacon see of fractionalization?

Action is taking place in bits and pieces; alcoholism is separated from other alcohol
problems; action to solve other problems is proceeding in isolation (education, sales
controls, traffic); ways of thinking about alcohol problems and research to support these
ideas are equally fragmented.

What do you see as the hopeful signs in this period?

Fragmentation leads to turmoil, but there are signs of hope as well: A move toward
establishing a national policy; recognition of need for coordinationof services, both within
alcohol components and between alcohol and other health and social services; a move
toward standardization and improved quality of care through accreditation and
certification.

D. DiscUssion of "Managing the Changing Organization"
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Session 2A:

Time Sequence of Activities

The article discussed how the development of
an organization influences the needs of an
organization. (See opposite.)

Ask participants where they would place the
alcoholism services their agency provides on
this continuum, and to justify their choices,
based on the descriptions of the various phases.

4. Placement of individual programs on the con-
tinuum of organizational life is a matter for
each director to decide.

5 min. E. Tally of reporting sheet responses

1. Display flipchart tally where all can see it.
Say, "Keeping in mind the needs for change
confronting the alcoholism field and your
individual program, let's take a look at your
assessment of the readiness of you and your
staff to plan for and implement those changes."

2. Ask participants to refer to checklist in the
assignment.

Raise questions about the tabulation.

a. Is there any item that a majority of partici-
pants rate as high (1) or low (4)?

b. Do most of the ratings for all items appear in
one column? Why?

4. Refer to the suggestion to give the checklist to
other people in the organization.

3 min. F. Summary

32

D3, Reference 2, Changing
Organizational Needs

El. Flipchart 1, Matrix of
Participant Ratings

E2. Article: Schmidt,
Warren, & Lippitti
"Managing the Chang-
ing Organization"



b/s U sion of Reading Assignment
Points for Discussion

2. This development analogous to the differing needs at iffe I points in the Ilfe of aperson.

There is no right answer to this question, Generally, consensus hovers In the range of 3 to 5.
Except at the extremes of youth and maturity, some concerns of every stage arc operatingall the time.

Considering the total alcoholism movement, programs are II established. Is there number
increasing?

Efforts now being directed toward solidifying the movement Include (1) obtaining represen-tation on policy-making bodies (e.g health services' agency boards); (2) specifying theunique role of individual agencies in the continuum of care; (3) seeking better compensation
for practitioners; (4) Improving quality to meet accreditation and certification standards;(5) taking the lead in Improving coordination with other agencies and in cooperating in thetraining of other health professionals in the problems of alcohol; and (6) influencing thehealth care delivery systems.

(The number preceding each activity refers to the related organization need as described in
"Managing the Changing Organization," by Schmidt et al.

E3 There may or may not be a clear trend.

E4. This checklist is a tool participants can use to diagnose the climate of their organization and
to locate areas to work on in anticipation of change.

F. Summary

The current trends in the alcohol field listed by participants and the needs of your program and
its readiness for .change will provide you with guidelines for selecting the portions of the training
program most suited to your needs and a framework for planning how to use your new knowledgeand skills.
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Session 2© Group Process

GOALS/0 j CTIVES:

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant
Workbook, except
reference 2 in
appendix of
Trainer Manual)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

At the end of the session, participants will have a better understanding of the concepts of group
process and increased skill In Identifying helping and hindering behavior In an operating group.

Each participant will be able to Identify:

1. Three benefits of effective group work

2. Three elements which can hinder or obstruct group functioning

3. Three elements which can contribute to effective group functioning.

21A hours

Fllpchart paper, tripod, masking tape or tacks, felt pens

Reference 1, Descriptive Terms and Discussion Questions for Who's Here Exercise

Flipchartsto be made ahead of time using Reference 1

Handout 1, NASA Exercise Individual Worksheet

Handout 2, NASA Exercise Group Worksheet

Handout 3, NASA Exercise Scoring Instructions

Handout 4, Elements of Group Work

Reference 2, NASA Exercise Answer Sheet

Lecture, large group discussions, small group work, exercises

For Who's Here and Conversations, four flipcharts, one in each corner of he room; a cluster
of chairs near each flipchart; and chairs along the walls

Drawing 4, Workshop Setup for NASA exercise (square or round tables)
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Session 2B:

Time Sequence of Activities

3 min. A. Introduction
Summarize purpose of ssion,

Materials

B. Getting better acquainted

(Have flipchart in each corner of the room.)

30 min. 1. Give directions for first exercise, Who's
Here.

a. Using three sets of four terms which
describe individuals or their programs,
each participant determines the category
which appropriately describes himself or
his program and moves to the corner
where this Information is listed. (See
opposite for questions to initiate group
forming.)

b. When there, he writes his name on the
flipchart and Introduces himself to the
other members who selected that
category.

c. Participants then discuss the reasons for
describing themselves or their programs
in such a way as to place them in that
group. (Discussion guide questions are
listed on flipcharts.)

d. After time has elapsed, flipcharts are
turned to the next page, and the process
is repeated two times, using the other sets
of descriptive terms and questions. (New
groups may be formed.)
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Group Process

Points for Discussion

A. Introduction
The purpose of this session will be threefold:

1. It will enable us to set the stag_ e for an intensive amount of group work which follows over
the next few days.

2. We are going to explore functions and techniques which contribute to intragro p work
(within groups).

3. We are going to explore some of the issues involved in intergroup work (among groups).
Together, we hope to develop a task-oriented work group which will facilitate the maximum
amount of learning in the short period of time we have available.

B. Getting better acquainted

la. First question: In your current position, how would you describe yourself in relation to
your client: as a learner, helper, teacher, or friend? Move to the appropriate corner.

b. Second question: How would you describe your style as an administrator: democratic,
laissez-faire, collaborative, or commanding? Move to appropriate corner.

Third question: Which term describes the major task of your program at present: surviving,
stabilizing, educating the public, assessing goals and purposes? Move to the appropriate
corner.
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nsion 2B:

rie Sequence of Activities Materials

min. Give directions for second exercise,
Conversations.

a. Introduce this exercise as a way to help
people get better acquainted. Explain that
the Idea of this exercise Is to share experi-
ences rather than opinions; that it should
not be confused with group discussion,
which is problem-centered rather than
people-centered as this exercise Is.

b. Participants are to stand in the middle of he
room.

c. After everyone has assembled they are
asked to form into groups of three. If
anyone is left out, he Joins one of the groups
of three that has been formed. Once groups
have been formed, they sit in chairs around
the room. You, as leader, read one Incom-
plete sentence from the list opposite. Then,
direct participants to conduct a conversation
by each completing the sentence in turn
and then elaborating and developing the
topic in whatever direction it happens to
go.

d. After 5 minutes, participants return to the
center of the room and find two other people
they haven't met. The procedure is repeated
for the remaining incomplete sentences.

Coffee break

in. C. Need for group process session

1. Establish need for skill in working in groups. (See
opposite.)

2. Say "We will begin by forming small groups
which will accomplish a task. Then we will dis-
cuss theory and principles in relation to that
experience."

40



Group Process

Points for Discussion

Adapted and reprinted by permission from "Group Conversation: Discussion Starters,"
J. William Pfeiffer and John E. Jones (eds.), A Handbook of Structured Experiences for
Human Relations Training, Volume II (Rev.). La Jolla, Ca.: University Associates, 1974,
PP. 3-6-

2c. The questions to be completed are sequenced to move from the past to the future:

The teacher I liked best was a person who.. .

Asa child, I . or I miss .. .
The thing I like most about myself is . or Nothing is so frustrating as . . .

Ten years from now, I

(Encourage participants to keep their remarks in the realm of feeling, memories, attitudes,
and description of experiences.)

Need for group process session

1. Much workshop activity relies on small group organization. A good deal of work is accom-
plished in small group settingsstaff meetings, board meetings, interagency meetings.

(Emphasize that the focus of these sessions is on work or task group_ s rather than therapeutic
groups.)
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Session 28 :

Time Sequence of Activities Materials

60 min. D. Seeking consensus

1. Introduce the NASA exercise which illustrates
some of the characteristics of groups and com-
pares the results of individual versus group
decisionmaking.

Direct participants to form groups of 6 to 12
and to seat themselves around the tables in the
adjoining room.

Give each participant a copy of the individual
worksheet and announce that they have 15
minutes to complete the worksheet.

At the end of 15 minutes, instruct participants
to put the worksheets away for later retrieval.

5. Distribute the NASA Exercise Group Work-
sheet, one to each group.
Worksheet

6. Read the instructions aloud, and then ask
each, group to select a member to record the
group ranking on this sheet. No answers on
individual worksheets are to be changed as a
result of the groups' discussions. Allow 30
minutes for completion of worksheet.
While groups are working, prepare a flipchart
in the following format for as many groups
as there are:

1 Ill
Consensus score

Average score
Range

At the end of 30 minutes, distribute
answer sheets which also contain direc-
tions for scoring.

8. When scoring is complete, ask each
recorder to dictate his group's scores to
you and write them on the flipchart.
"Range" refers to the lowest and the
highest individual score in that group.

40
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D3. Handout 1, NASA
Exercise Individual
Worksheet

D5. Handout 2, NASA
Exercise Group

D6. Flipcharts

D7. Handout 3, NASA Ex-
ercise Answer Sheet
and Scoring Instruc-
tions



Points for Discussion

Group Process

Seeking consensus

(If anyone in the group has done an exercise known as the NASA Exercise or Lost on the Moon
recently, he/she may assist you by passing out materials and answering questions about scoring.)
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Session 2B:

Time Sequence of Activities

Stimulate discussion ofthe points demon-
strated in this exercise by raising such
questions as those listed opposite.

15 min. E. Group process discussion

42

Materials

1. Distribute content outline, handout 4. El Handout 4, Elements
of Group Work

Direct participants to read through the
section headed What is a Group? and
select those characteristics they felt were
present in their group.

Next ask participants to select from the
next section, What Conditions Warrant
Group Work?, the situation most closely
describing their group situation in the
NASA exercise.

Ask for examples that illustrate the other
items under What Conditions Warrant
Group Work?

When is group work not appropriate?



Points for Discussion

Group Process

D9, Questions and answers

a. Given the scores achieved by both individuals and groups, what conclusions can you draw
about individual versus group decisionmaking? (Generally, group scores are higher than
individual averages.)

b. Does the range of individual scores indicate that one individual has particular knowledge
in this area? (Very often an individual score exceeds the group score.)

c. Is a high individual score reflected in the group score? How does that group score corn-
pare to other group scores? (Logically, the group with the high individual score should
have a higher score than the other groups, depending upon the process at work within
the group in achieving consensus. In one instance, a group member did have particular
knowledge, but she did not have the confidence to support her points; the other group
members did not give her contributions the recognition they deserved.)

d. Do you see any other trends that we can use as a basis for generalization?

e. Did any group establish a procedure for achieving consensus that seemed to make best
use of the time? (A group may report a procedure such as ranking first those items on
which there was clear agreement and then reconsidering the more difficult ones.)

f. Did information emerge in group discussion that was not apparent to individuals when
they made their ranking alone?

g. Ask for additional comments or observations.

Group process discussion

Elicit examples from participants as much as possible and be ready to supply examples of your
own as a supplement to participants' contributions and to illustrate points in the outline.
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Session 2B:
_ _ _

Time Sequence of Ac ivities Materials

Ask participants to read The Criteria for
Effktive Group Work. Then comment
that these issues will be examined in the
afternoon session.

Ask participants which of the benefits
listed in the last section they think apply
to the group exercise just completed.

2 min. F Summary

1. Ask participants if they have any questions
or comments about the session.

2. As a summary for this session, following
group discussion, go through the outline,
handout 4, reviewing the points listed
in a systematic fashion.

G. Lunch (See opposite.)
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Group Process

ints for Discussion

G. Lunch

1. Purpose

a. To maintain the continuity of interpersonal relations that have been built up during
the morning.

b. To provide opportunity for participants to get to know snore about each other and their
respective programs.

2. Setting

a. Ideally food should be brought in for privacy.

b. Furniture should be arranged so that participants can collect informally in groups of o
to six people.

c. The training room or a private room nearby are suggested as possible places.
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Introduction and Explanation of
Participant Presentations

OBJECTIVES: Each participant will attain an increased awareness and understanding of the elements and
issues associated with selected aspects of effective alcoholism program administration by help-
ing to select and prepare a topic for presentation.

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

15 minutes

Reference 1, Detailed Rationale for Participant Presentations

Reference 2, Participant Presentations Signup Sheet

Handout 1, Participant Pre'sentations--Topics and Objectives*

Handout 2a-2F, Resource Materials

*Be sure presentation dates are added to handout 1.

No specific arrangement required
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Session 2C:

Time Sequenc of Activities Materials

1 5 min. A. Introduction
Describe purpose of presentation activity. For
details, see opposite and reference 1.

Discussion of participant presentations topics
and objectives

1. Distribute handout 1.

2. Explain the nature of each topic and how it
fits into the total program.

48

A. Reference 1, Detailed
Rationale for Partici-
pant Presentations

81_ Handout 1, Participant
PresentationsTopics
and Objectives



Introduction and Explanation of Participant Presentations

Points for Discussion

Introduction

Among the training program participants, there is a wealth of knowledge and experience about all
the various aspects of alcoholism program administration.

The participant presentations are a way for each person to share information and ideas of special
interest to him with the other participants.

The presentations also provide an opportunity to practice group-process and planning-process
skills that are presented in the training sessions. In addition, the presentations are an integral part
of the program and are essential to the achievement of the goals of the course.

Discussion of participant presentations

1. There are no discussion points for this section.

2a. Use of volunteers is self-explanatory. This presentation coincides with the sessions on per-
sonnel issues. Properly selected, trained, and assigned volunteers can contribute immeasurably
to the quality and variety of services. Some of the critical issues to be examined are the
advantages and disadvantages of volunteers, the reasons why people do volunteer work,
what qualifications should be specified, where to get volunteers, and what are appropriate
volunteer activities.

b. Appraisal interviews are also related to personnel issues. Unlike the other topics, this one has
a specified presentation method. The three types of interviews are to be demonstrated by
role playing. The group that presents this topic should receive specific instruction on method
when they come to you for the resource package. (See the note at the end of this session
outline.)

Ideas for followup programs are included because this component of care is required of all
alcohol service units by the accreditation standards. Reasons for followup (or aftercare as it
is officially known), and techniques, as well as the resources required to support the effort,
are appropriate issues to cover.

d. Membership in associations, both national and State, is one way to reduce the isolation felt
by many halfway-house directors. Associations offer other benefits, and these should be
discussed, along with ways to start an association. For this topic, it may be helpful for
people who want to start an association to team up with those that have had some experi-
ence doing it (for groups of halfway-house administrators).

e. The subject of the first presentation, Philosophy of Funding, is self evident. It is based on an
article by H. Leonard Boche, a pioneer and leader in the halfway-house movement. This
presentation introduced the session on funding and is included to stimulate some examina-
tion of the assumptions underlying funding patterns (for groups of halfway-house
administrators).

f. Other topics of interest may be added. Handouts and references should be modified when
additional subjects are included to accommodate the concerns of managers other than
halfway-house administrators.
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Session 2C:

Time Sequence of Activities Materiels

C. Explanation of the objectives and presentation

(See handout 1 for listing of objectives for each
topic.)

Tell group members to notify the program leader
at least the day before if their presentations will
exceed the allotted time, so that schedule adjust-
ments can be made. One criterion for appraisal is
completion of the presentation within the allotted
time

D. Information about resource materials

1. Contents include guidelines for presentations,
appraisal forms, and resource material for
each topic.

After topic groups are formed, a set of D2. Handout 2, Resource '
resource materials may be obtained from the material
program leader for use by the group. Include
additional topics only if necessary and when
pertinent resource materials are readily
available.

Announce location of other resources if they
are available; for example:

a. Clerical support
b. Library
c. Resource people
d. A/V equipment
e. Graphics assistance

E. Summary and conclusion

1. Have participants write names for opic they
selected on signup sheet.

2. See that one member of each topic group
receives the proper set of resource materials.

Suggest that each group get together and
decide when they will meet to plan their
presentation.

rl

E2. Reference 2, Partici-
pant Presentation Sign-
up Sheet



Introduction and Explanation of Participant Presentations

Points for Discussion

Explanation of the objectives and presentation

The objectives will guide the design of your presentation. These are the minimum behaviors that
participants should be able to perform at the end of your presentation. One measure of the
effectiveness of your presentation will be the degree to which participants are able to perform
successfully.

If you think an objective is inappropriate for any reasoh and can defend a revised objective to thesatisfaction of the program leader, the objective can be changed.
Choose any method that is appropriate to the topic and the objectives and compatible to thestyle of the presenter, including panel discussion; role playing; participant survey to elicit opin-
ions, ideas, or other data (volunteer and followup programs are two topics that lend themselves
to this approach); and group discussion.

The time of day suggesfed for each presentation appears in the program schedule. The length of
each presentation will vary with the method.

D_ Information about resource materials

2. Special instructions for the appraisal interviews topic are as follows:
Strongly suggest that this group plan their presentation in such a way that the participants
know the names and characteristics of each type before the demonstration. They would
then be asked to watch a demonstration of the three types given in scrambled order and toidentify each according to the information they had. After all three demonstrations, partici-pants would be asked to announce theiranswers and discuss the reasons for their choices_

E. Summary and conclusion

There are no discussion points for this section.
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Session 20: Group Process

GOALS/OBJECTIVES: See morning

TIME REQUIRED:

QUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant
Workbook, e_ xcept
eferences 1 and 2 in

appendix of Trainer
Manual)

PRIMARY METHODS:

31h hours

ssion (213).

LRI Booklet Group Effectiveness (resource material)

Handout 1, Obstructive Behaviors

Handout 2, Group Process Observation Guide

Handout 3, Prisoners' Dilemma Tally Sheet

Reference 1, Prisoners' Dilemma

Reference 2, On-the-Job Implications of Prisoners' Dilerr

Large group discussion, small group exercise

MEETING
ARRANGEMENTS: Drawing 4, Workshop setup for two groups of eight people each; tables should be in adjoining

rooms or in a large enough room so that participants cannot hear each other.
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Session 2D:

Time Sequence of Activities Materials

5 min. A. Introductioneffective group work
Describe purpose of session.

45 min. Task and maintenance functions

la. Lead discussion on group effectiveness,
using points opposite.

b. Discuss task and maintenance functions.

In addition to the six task functions
listed on p. 9 of the LRI booklet, there
is one other that may be added, that of
recorder.

Distribute and discuss Obstructive

B1 a. LRI BookletGroup
Effectiveness

B1 d. liandovf 1, Obs uc-
Behaviors, handout 1. tive Behaviors



Group Process

Po nts for Discussim

Introduction effective group work
The morn ing session focused on such topic
Indicated, and the bereefi Is of work groups,

the characteristics of groups, when group work is

This session will be devoted to a discussion of functions that help and actions that hinder group
work and to a demonstration of what can happen within a group and between groups when the
necessary functions are n ot performed.

Task and maintenance functions
1 a, The need for a balance among the levels described In the booklet should be maintained for a

group to be effective. In other words, satisfaction of individual needs should be recognized
and 'Mended to, but not to the exclusion of performance of the group task. If the mainte-
nance level is not attended to, both Individual needs and task performance will suffer. The
task and maintenance functions that help group members work together and complete their
task are described on p. 9 and are discussed below,

The group task is usually related to the fulfillment of organizational goals and objectives,
There must be common understanding of these goals and objectives If conflict is to be re.
duced and If the task outcome Is to be consistent with the °Ilan izational goals.
Task and maintenance functions are the responsibility of all members of a group. Similarly, all
members must feel responsible for the way the group acts If It Is to be effective. Functions
may rotate among members, or some members may feel most comfortable performing
selected functions. If there is a nominal leader, that person should encourage all members to
Improve their skills in performing these functions.
Frequently, a task and a maintenance function are fulfilled by one act, as when a clarifying
statement or quest ion helps members to explore differences, or when a member is encouraged
to contribute by others seeking his opinion.
This role Is especially useful when a group is exploring issues or brainstorming ideas. An
effective recorder makes as complete a record as possible, noting every contribution. This
record shows the development of ideas and insures that a critical idea does not get lost. The
recorder may write on a flipchart where all can see or may make notes which can be read
aloud to the group at appropriate intervals, This function should be rotated, as the recorder
generally cannot record and participate simultaneously.

d. Appearance of any one of the behaviors described on this list indicates that an individual
need has priority over performance of the group task and maintenance of group relation-
ships. Some of the reasons for this behavior are suggested in the handout. The reason may or
may not be apparent to the individual or the other members of the group. This aspect of
group interaction and how to deal with it will be discussed more thoroughly in the session
on Director and Board Relationships.

b.
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Session 2D:

Time Sequence of Activities Materials

C. Group process observation

1, Distribute copy of handout 2, Group
Process Observation Guide, to each
participant and explain uses. (See
opposite.)

Describe parts of the guide.

The guide will be used throughout the
program whenever groups are working.

4, The observer role will rotate among
group members so that everyone has a
chance to practice.

Small group membership will be assigned,
and the same people will work together
whenever group work is called for.

GO min. D. Group exercise: Prisoners' Dilemma

Introduce this activity as an exercise to
demonstrate the importance of group
functions as well as some of the elements
necessary for group effectiveness. It is
based on an old ruse. Two prisoners sus-
pected of working together are separated.
The questioner tells each that the other has
confessed and that if they both confess they
will get off more easily. The dilemma: What
should they do?

2. Divide group into two teams with no more
than eight members per team. Designate one
team Red`, the other Blue.

56

Cl. Handout 2, Croup
Process Observation
Guide



Group Process

Points for Discussion

Group process observation
1. The guide is designed to help a group observer record the helping and hindering behaviorsdescribed in previous handouts.

Use of the Observation Guide gives the observer practice In identifying behaviors.
The observer's report to the group tells them where they are performing well and wherethey need to improve.

The guide has three parts. Parts 1 ar .12 are used while the group is working to record what
behaviors occur and how often. At the en of the observation, the observer checks thecharacteristics of an effective group, part 3, and reports his findings to the other members.Space Is left at the bottom of the page to record comments which illustrate the reasons forthe observer's rating.

It is expected that the higher the frequency of part 1 behaviors over part 2 behaviors, the
more effective the group will be.

S. Groups should date and time each Observation Guide and review them toward the end ofthe program to see what progress has been made toward developing an effective group.

D. Group exercise: Prisoners' Dilemma
The purpose of this exercise is for participants to experience a situation in which cooperation(not competition) pays off. Do not explain this outcome unless it is necessary to do so when the
exercise is over and participants do not draw proper conclusions. Be sure you understand Vie
exercise wellespecially references 1 and 2before running this session,)
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Session 20:

Time Sequence of Activities Materials

Groups should be out of hearing if not out of D3. Reference 1, Prisoners'
sight of each other, with a place between them Dilemma
for team representatives to meet. Teams do not
communicate with each other except through
representatives as instructed by the trainer.
(See reference 1 and study very thoroughly.)

4. Distribute Prisoners' Dilemma Tally Sheets, D4. Handout 3, Prisoners'
handout 3, and explain the rules, opposite. Dilemma Tally Sheet

5, instruct each team to choose one person to
complete the Group Process Observation
Guide during the exercise. This person will
observe and record only. He will not
participate.

6. Begin round 1 and continue according to
schedule. (See reference 1.)

7, At the end of round 10, announce the point
total for each team and then calculate the
sum of the two scores.

If participants did not recognize before the
end of the game that cooperation is necessary
for winning, make sure that it is clearly
understood by all.

9. Ask observers to share their findings with
their team members.

15 min. Cof#eebrew<
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Group Process

Points for Discus- sion

D4. Announce to participants: "There will be rounds of choice. In each round, Red chooses A
or B, and Blue chooses X or Y."

if Red chooses A and Blue chooses X, each team wins 3 points.
If the choice is AY, R.ed loses 6, Blue wins 6.
If the choice is BX, Red wins 6, Blue loses 6.
If the choice is BY, both teams lose 3 points.

The schedule shows how much time is allotted for each choice, and when representatives
from the teams may meet to confer before choices are made.
Do not write down choices until instructed to do so.
Trainer will announce team choices to both sides and confirm scores.
In round 4, scores are doubled to +6 and 412.
In rounds 9 and 10, scores are squared to +9 and +36.

6. The object of the exercise is for participants to recognize that the only way either team can
consistently score points is for both teams to cooperate and choose the AX combination.

7. The maximum positive score is 126, which can be achieved only if AX is chosen each time

8. In other words, in this game, both teams win or nobody wins.
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Session 20:

Time Sequence of Activities

60 niln. Discussion of exercise

Start the discussion with the question: At
the beginning, based on the rules and the
scoring, what did you think was the object
of the game?

2. How did this idea affect your expectation of
how the other team would make its choices?

How did this competitive feeling affect the
advice your team gave Its representative for
handling the negotiations in rounds 4, 9, and
107

Where would you rank the level of trust
between the teams, say on a scale of 0 to 10?

Recalling the report of the group observer,
what effect do you think this atmosphere
of competition and mistrust had on the
group process?

When did the first awareness of the possible
real objective of the exercise emerge? How
was it received within teams? Was it discussed
in negotiation sessions by team representatives?

7. What implications or lessons are taught by E7. Reference 2, On -the-J ob
this exercise? Implications of

Prisoners' Dilemma

Mate I

8. Invite participants to make other comments
about the exercise.

min. F. Summary

1. Review and summarize major points of the
day's sessions by eliciting the information
specified opposite.
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Group Process

points for Discussion

Discussion of exercise

Possible answers to discussion questions:

1, The usual assumption is that the point he game score as many points as pos blea
competitive situation.

2, The other team would probably try to choose in a way to win the most points for them
selves and the least for the other team.

Teams will probably describe their various strategies for outwitting the other side,

4. Rankings will probably be on the low side,

Pressure for quick payoff decisions is probably conducive to domination leadership, little
attention to orderly procedures and maintenance functions, and little attempt to discover
and clarify confusion and to examine alternatives.

In the AX choice, both sides would gain. The payoff for other choices is larger, or he
damage to the other side is greater.

7. See reference 2 for possible examples of competition versus collaboration, trust, selecting
objectives, and strategies.

Summary

1. What are three conditions which warrant group work?
Information needs to be conveyed to a number of people.

re Issues are too sensitive or complicated to be adequately conveyed in written form,
An opportunity is needed for members to seek clarification.

(See handout 4, session 2B, for additional points.)

What are three benefits of effective group work?
Improvement of morale of individuals and productivity of an organization.
Better solutions to problems and better plans for future action.
Increased involvement and commitment to task by group members.

e handout 4, session 2B, for additional points.)
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Session 2D:

Time Sequence of Ac vales

(continued)

62

Materiels

If time remains, continue discussion based on
participant interest.

Assignment

Read "Understanding the Management Function" in
Leadership Resources Management Library and Group
Effectiveness booklet (optional).
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Group Process
Points for Discussion

(continued)

What are some of the task functions performed by a functioning group? (Ask for at least three.)
Initiating. Proposing tasks or goals, defining a group problem, suggesting a procedure or
ideas for solving a problem,

Information or opinion seeking. Requesting facts, seeking relevant information about a
group concern, asking for suggestions or Ideas.

Summarizing. Pulling together related ideas, restating su stions after group has dis-
cussed them, offering a decision or conclusion for the group to accept or reject,

(See Group Effectiveness booklet, p. 9, for additional points.)
What are some of the maintenance functions? (Ask for at least three.)

Encouraging: Being friendly, warm and responsive to others and to their contributions,
showing regard for others by giving them an opportunity for contribution.
Harmonizing: Attempting to reconcile disagreements, reducing tension by "pouring oil on
troubled waters," getting people to explore their differences.

Setting standards: Expressing standards for the group to achieve, applying standards in
evaluating group functioning and production.

410(See handout 1, Group Effectiveness booklet, p. 9, for additional points.)
What are three obstructive activities which may hinder good group functioning?

Blocking. Shutting off ideas or the expression of feeling_s because of personal grudges or
lack of respect for the competence of others.

Recognitionseeking. Concern with status in the group, desire to make a good impression.
Dominating. Controlling the group, talking incessantly, inhibiting the group by stifling a
free exchange of ideas.

(See handout 1 of this session for additional points.)
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Session 3: Management and Change

GOALS/ ECTIVES:

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references are found
In Participant
Workbook)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

Each participant will attain Increased understanding of the relationships a
administration, the concept of management, and planning,

g pr

Given a list of the 12 management functions and a list representing the activities of a program
manager, each participant will be able to match functions with activities.

Given a list of the 12 management functions, each participant will be able to check off three
out of four functions that correspond directly to steps In the planning process.

21/4 hours

Flipchart paper, tacks or masking tape, felt pens (one set for each small group)

Handout 1, Group Process Observation Guide (from session 2D). Duplicate two copies for
each small group.

Handout 2, Twelve Functions of Managing

Handout 3, Planning Process, Management Functions, Session Topics

Small group work, large group discussion

Drawing 1, Round table setup in one room, drawing 4, Workshop setup in a larger, adjacent
room, Tables and chairs are arranged in three groups, with four to six chairs in each group,
depending upon the number of participants. A flipchart and felt pens are placed near each
small group.



Session 3:

rime

30 min.

Sequence of Activities Materiels

A. Introduction
1. Review purpose of session as stated in objec-

tives, set in context of previous session.

2. Ask for any questions or comments about
the reading assignment.

Give directions for first small group task.

a. Participants will work in assigned groups.

b. One person in each group will be selected
to be process observer for his group.

c. Each group will list on its flipchart as
many things as possible that an alco-
holism program manager does or might
domundane or otherwisein the
course of a day on the job.

d. Time allotted for this task: 10 minutes.

4. As participants are getting settled around
small tables, distribute one copy of Group
Process Observation Guide to each group.

5. Clarify directions as needed. Start timing
when groups begin listing activities on flip-
charts. (As a group uses more than one
page of flipchart paper, tape used sheets on
the wall with masking tape so that all items
are visible to group members.)

10 min. B. Groups work on task

35 min. C. First task debriefing

1, Ask one group member to read the list of
activities his group has made.

2. Other participants listen and check off
similar items on their group's list.
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A2. Leadership Resources
Management Library:
"Understanding the
Management Func-
tion," by David S.
Brown

A3c. Fr ',charts, felt pens

A4. Handout 1, Group
Process Observation
Guide (from session
2D)



Points for Discussion

Management and Change

A. Introduction
1. This session will focus on management functions in general and as they are reflected in the

activities of an alcoholism program manager. There is no one way to describe the manage-
ment role. The idea is to find one way an' .gree to use it The management functions listed
In Pr* rea assignment will serve as a common basis for the purposes of this program.
The sma' oup activities of this session will provide an opportunity to practice the skills of
group partkipLkion and observation that were introduced in previous sessions.

B. Groups work on task

There are no discussion points for this section.
C. First task debriefing

There are no discussion points for this section.
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Session 3:

Time Sequence of Activ/de Materials

(continued)

3. A second group member will read any
items on his group's list that were not
mentioned by the first group. These
items are checked or added by the other
two groups.
The third group reads any remaining unique
items.

5. Each process observer reports to his
group.

(Time is approximate; run longer as
necessary.)

15 min. Coffee break

D. Directions for second small group task

1. Ask each group to choose a new process
observer. Distribute a new observation
sheet to each group.

2. Distribute copies of "Twelve Functions
of Managing" to each participant.
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Using the functions listed on the handout,
each group will classify the activities on its
activities list by placing the number of the
function next to all appropriate activities.
Space is allotted on the sheet so that
individuals may record the activities as they
are classified. To facilitate this task, you
might suggest that participants take one
function at a time; locate all activities on
their list that fit the function, and then go
on to the second function.

D1, Handout 1, Group Pro-
cess Observation Guide

D2. Handout 2, Twelve
Functions of Managing



Management and Change

Points for Discussion

C. (continued)

D. Directions for second small group task

2. For a complete description of each function, refer participants to pp, 18-22 of the article
"Understanding the Management Function."

Expressed In slightly different words from the description on p. 18 of the arti,:le, Function 2
means assessing a task or problem In terms of who has the authority and the responsibility
to handle it For example, a conflict bet% flen two residents generally can be handled by the
counselor. Difficulty between a resident and, a counselor should probably be referred to the
director. In some cases, it may be that a particular issue is not even a legitimate concern of
the halfway house. Careful consideration of the frame of reference can ins" 2 that the direc-
tor and staff are spending their time and effqrt on appropriate tasks.

To be sure this function is clearly understood, ask one of the participants to explain it in his
own words and to give an example. If the explanation is satisfactory, go on to the next step.
If not, explain the function and then ask a participant to give an example from his experience.
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Time Sequence of Activities Materials

30 min. Groups work on task

Second task debriefing

1. Ask a different group to read the activities
they classified under the first management
function. Have the other two groups check
their classifications for similarities or
differences.

Help groups to reconcile differences, using
the definitions in the article as guides.

Continue the process until all functions have
been applied.

4, Process observers report to groups.

G. Classification analysis and discussion

1. Begin the anlaysis by asking the following
questions one at a time, and by giving
groups time to examine their flipcharts
and tabulate answers.

a- What management function is used
most often?
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b. Are there any management functions
that do not appear on the flipcharts?

c_ Are there activities that do not correspond
to a management function? How would
these activities be classified? Do they have
anything in common?

d_ Flow much time is devoted to these
activities (classified and unclassified)?

2- A.sk participants to spectilate on the implica.
tions of the ariswers to these questions. If
points are not forthcoming, ask questions to
focus thinking. (See facing page for points
that should be brought out.)

Close discussion by asking participants to
commen t on the exclusion of decisionrnaking
from the list of management functions.
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Point s for Discussion

Management and Change

E. Groups work on task There are no discussion points r this section.
Second task debriefing

There are no discussion points for this section.

Classification analysis and disc

The management function that generally appears most often is `1coo-rdinating and informing."
"Arranging for financing," 'organizing," and "obtaining and developing personnel" also
appear with some frequency.

b. Developing purposes and objectives, planning, evaluating, and so on usually are used once or
not at all.

c. Many of the activities listed are operational or programmatic (e.g., counseling, arranging
transportation, going to the bank) or intended to respond to a crisis.

d. The amount of time a manager spends in these activities will vary depending upon the size
of the organization and the number of other Staff members.

The question is not, What should a manager do? but rather, How does he want to spend
time? If the management role is a legitimate one and if the director is not doing the func-
tions, who is?

Participants may want to perform this analysis of their activities periodically to see if they
are controlling their jobs or being controlled by their jobs. Results may show a need to
examine use of staff and procedures.
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Session 3

Time Sequence of Activities Materials

min.
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H. Summary

1. Distribute handout 3. Review the 12
functions and repeat the major points
brought out in the discussion.

2. Point out those management functions that
are also steps in the planning process that
will be the topic for the afternoon session.

Point out where other management functions
will be addressed in subsequent program
sessions.

H1. Handout 3, Planning
Process, Management
Functions, Session
Topics



Management and Change

Points for Discussion

Summar

Some of the management functions, although net used exclusively n planning, correspond
directly to steps in the planning process that are used in this cone:

Developing purposes and objectives
Forecasting and planning
Testing and evaluating
Ensuring proper external relationships (involving ethers, agreeingon responsibility
for action, approval)

The second function, "setting frames of eferenc is part of tho first planning step;
on goals."

Other management unctions are of particular importance in areas covered by specific pro-
gram sessions:

(4) Arranging for financingfunding issues
(5) Organizingbudget preparation
(61 Obtaining and developing personnelpersonnel issues
(7) Coordinating an d informinginformation and decisionmaking
(8) Guiding and leadingpersonnel issues
(9) Surveying performance; auditingcost accounting and recordkeeping

(11) Adjusting and integratinginformation and decisionmaking

Each of these functions is also required in one or more phases of the planning process:
preparation, implementation, and evaluation.

Regarding the session topics not included above:

Group process deals with theory an necessary to work with other people for effec-
tive program planning, management, and operation.

Director and goard Relationship covers the unique aspects of board membership, organi-
zation, and working relationships that can enhance the director's performance and that
require all his planning and management skilis to be achieved.

The Planning Project provides an opportunity for each participant to apply the content of
the various sessions to an area of immediate concern in the program he directs.

73



The Planning Process

GOALS/OBJECTIVES:

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

Each participant will sufficiently refine and improve existing planning and analysis skills to
identify a specific problem or a need for change; to develop a plan; and to achieve some degree
of improvement in the area selected.

They will be able to:

1 . Write a program objective that is specific, measurable, and time-phased.

2. Write a program objective that is not measurable in quantative terms.

3. List the three phases in the planning process.

3 hours

Flipchart paper, tripod or masking tape, felt pens, overhead projector, screen.

Flipchart 1, Questions for A3 (to be prepared ahead of time)

Reference 1, The planning Process

Handout 1 , The Planning Process

Handout 2, Writing Specific Program Objectives

Handout 3, Planning Worksheets: a. Labels, .* b. Blank, c. Answer Key

Handout 4, L RI Booklet Planning for Change (resource material)

Lecture, discussion, programed instruction, self-testing exercise

Drawing 2, Classroom setup

*Handout 3a should be reproduced on sheets of gummed labels manufactured by Xerox
Corporation. If this is not possible, allow extra time and have participants write answers in
correct order on handout 3b.
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Session 4:

Time Sequence of Activities Materials

15 min. A. Introduction

1. Refer to the previous session topic, Manage-
ment and Change. Ask for any questions or
comments. Ask participants to recall the
management functions that are also steps
in the planning process.

2. This session focuses on the planning process
as a personal and administrative tool, with
particular emphasis on writing specific
objectives.

Ask each participant to jot down brief
answers to the following questions.
(Write questions on flipchart paper ahead
of time.)

a. How do you go about planning n
(What steps do you use?)

b. How do your plans work out? (Are
you satisfied with your process?)

c. What part of planning do you find most
difficult?

4. After 2 or 3 minutes, instruct participants
to put these notes away for quick reference
later in the session.

5. Briefly introduce the three phases of the
planning process, using reference 1 on a
flipchart,
The introductory remarks are brief, as most
of the points are made in the reading
assignment that is announced at the end
of the session. Only a few points are made
so that session time can be spent on
exercises and discussion.
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AS. Flipchart 1, Questions

A5. Reference 1, The Plan-
ning Process



The Planning Process

Points for Discussion

A. Introduction

1. The management functions are the following developing purposes and objectives; fore-
casting and planning; testing and evaluating; ensuring proper external relationships.

There is no way to describe planning and no one set number of steps in the process. The
process introduced here was selected because it contains all the essential ingredients. This
model is offered as a standard for comparing your own planning process,,and it will be
be used during the program to facilitate communication.

The planning process has three phases: preparation, implementation, and evaluation. If
the preparation phase is done carefully, implementation and evaluation are more effective,
and the plan is more likely to achieve its objectives.

The preparation phase is what people think of when they hear the word planning
gathering information, setting objectives, laying out tasks, and making schedules.

However, no plan is complete until it has been implemented and evaluated.

Planning is done for different purposes, over short or long time spans, involving few or
many people.

do Regardless of the complexity, however, the same process is involved.

Emphasis in this session will be on the preparation phase because it is basic to good
planning. Within the limits of this program, you will be able to complete only that
phase. Implementation and evaluation must take place when you return to your jobs.
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Se ssion 4.

Time Sequence of Activities Materials

30 min. B. The preparation phase

1. Distribute handout 1, The Planning
Process.

Review each step briefly. Invite comments
and questions from participants as you go
along.

The phases are not self-contained, as the
diagram suggests. Each one modifies and is
modified by the others. Information
collected during and after implementation
will improve a second implementation of
this plan or preparation of a new plan.
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B1 Handout 1, The Plan-
ning Process



The Planning Process

Points for Discussion

The pieparation phase

1. The questions under each step are designed to guide execution of that step. Planning activity
should focus on answering these questions.

2. A full description of each step appears in "Planning for Achieving Goals" in Leadership
Resources Management Library, which will be assigned reading. For this session, partici-
pants will see the steps and questions as you discuss the importance of each step.

Agreeing on goals: The goals of the alcoholism program are expressed in the charter, grant
application, State plan, or other basic planning documents. Is the program as it currently
operates consistent with those goals? Depending on the age of the program and board and
director turnover, periodic review might be indicated. Assuming that the goals are clearly
understood and accepted, new plans should be consistent with the organization goals.
The management function, "setting frames of reference," comes into play here. The man-
ager should ask, "Is there a matter of legitimate concern to our program?" If so, "At what
level is it best handled (board, director, staff, clients)?"

Forecasting: This step has two parts. The first is gathering information about the current
situation, finding answers to the first foti questions. The second part is trying to look ahead
and see what to prepare for The better the information-gathering and forecasting, the better
the plan.

Involving others: If this step is delayed until the implementation phase, it may be difficult
to get commitment, which is especially important for difficult tasks.

Diagnosing needs and setting objectives: In business management literature, the specific
outcomes of a particular plan are sometimes called goals. Te distinguish these from the
broad, less precise organization goals, we will call them objectives. The more precise the
objectives, the easier it is to measure the extent to which outcomes are achievedin other
words, to evaluate. Avoid the trap of talking about solutions until you have clearly identi-
fied the problem (diagnosed needs)and have determined what outcome you want to
achieve.

Choosing alternatives: If sufficient time and effort have been spent on the preceding steps,
chances are better that a wider range of ideas will be available for consideration at this
point. More information will be available; more people will have been consulted; and results
will be more clearly described. List as many possibilities as you can before considering any
in terms of the constraints that exist (limited time, lack of money). If an idea is really good,
you will look for a way to make it work.

Agreeing upon responsibility for action: This step is especially important when outside
agencies are involved. Agreements should be written down and approved by both agencies
to avoid misunderstanding and to provide continuity in the event of personnel changes.

Preparing the plan: Preparing the plan refers not to writing down the plan (which may be
done formally or informally, depending on the purpose), but rather to establishing the
guidelines for implementation. The guidelines should include what tasks should be corn
pleted by what times; who is responsible for each task; what resources are needed and when
(clerical help, transportation, special equipment); criteria for judging acceptability of out-
comes and the budget. Also included are directions for when and how to collect evaluation



Session 4:

Time Sequence of Activities Materials

continued)

45 min. C. Specifying objectives

1. Because objective writing is critical to good
planning and because it is a skill that is
unfamiliar to many people, this exercise
is included to give intensive instruction
and practice.

2. Distribute the programed units and ask if C2. Handout 2, Writing
anyone is familiar with programed instruc- Specific Program
tion. If one of the participants can Objectives
explain how it is used, permit him to do
so. Otherwise, give a brief explanation.

15 min. Coffee break

30 min. D. Writing nonquantitative" objectives
1. Discuss the limitations of specific objec-

tives, and raise some of the questions that
should be asked about objectives.
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Points for Disco von

The Planning Process

B2. (continued)

information. During implementation, these guidelines become a standard for measuring
progress. The manager uses these guidelines to audit performance (Are things going accord-
ing to plan?) and to make adjustments as indicated.

Plan approval: Plans that involve large expenditures of money and/or outside agencies usually
will require board approval. Plans that involve operating procedures generally need only the
sanction of the director.

One final point: It is apparent that each step affects and is affected by every other step. Plans go
through numerous changes and revisions even into the implementation phase.

Cz Specifying objectives

Instructions for group: All information and directions are included in the program. Turn to
p. 57. This page lists the objectives for the program. They specify what one will be able to
to when he has completed the exercise.

Turn to the pretest in the handout. If you think you can write a specific, time - phased,
measurable objective now, take the pretest and then have the leader check your answers.
If you perfer to omit the pretest, turn to p. 59;-and read and follow the directions. Take all
the time you need, but work steadily. When you have completed the last page, check your
answers with the leader.

An objective is acceptable if you can find answers to all of these questions:
What will the result be?

How will it be measured? When?

See the second paragraph of Writing Specific Program Objectives for an example.

As participants finish and their objectives are satisfactory, send them for coffee.

a Writing "nonquantitative" objectives
1. Writing specific, measurable, time-phased objectives is important because it forces us to

think clearly about what is is we want to do and because it makes evaluation easier. An
objective must pass other tests for acceptability.

Is it consistent with organization goals?

Is it worthwhile? (Sometimes the discipline of writing specific, measurable objectives
produces trivial objectives. The outcome should be worth the time and effort required to
achieve it.)

Can it be done?

Do we have the resources to do it?

What are the implications of achieving the objective?
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Sass!oo 4:

Time Sequence of Activities Materials

D. (continued)

2. Introduce the idea of writing objectives
that are not measurable in quantitative
terms.

On the flipchart, write a sample objective
you might have in purchasing gasoline.
Indicate the outcome, the measure, and
the timefrarne by the method used in the
programed exercise.

As participants name characteristics of
good gas station service, list them on the
flipchart. They should be as objective
and observable as possible.

5. Ask participants to turn to p. 69
programed exercise and look at item 10.
List on the flipchart the indicators they
could suggest to describe the qualities of
acceptatle employment.

Each suggestion should pass the test of
observability. If a participant suggests that
a person is "satisfied with his job," ask:

How do you know someone is
satisfied?

How does he act? What does he say?

30 min. E. Comparison of individual planning processes
with model planning process

1. Ask participants to name the three phases
on the model planning process. Write on
flipchart. (Leave space after the prepara-
tion phase to list steps.)

2. Ask them to name in sequence the steps
Of the preparation phase.

3. Ask participants to take out their answers
to the questions you asked at the beginning
of the session; then discuss them.
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D3. Flipchart paper and
,felt pen

El. Flipchart paper and
felt pen



Points for Discussion

The Planning Process

(continued)

2. We started writing objectives that can be measured in quantitative terms because they are
easier. Many times, however, important dimensions are ignored because they cannot be
corrected. For example, you have just moved to a new town and you are looking for a
place to buy gasoline on the route between your house and your job. You don't care what
kind is sold as long as it costs no more than 60 cents per gallon.

So your objective is to find a station where you can purchase gasoline regularly on the route
to and from work, at no more than 60 cents per gallon. You find several stations that meet
your requirements, so you must now determine some basis for selecting among these.

Attendant comes within 2 minutes after you drive to pump. He addresses you courteously:
"Good morning, may I help you?" Smiles. He inserts and removes the nozzle without
spilling gas on your car. He gives you the amount you ask for, cleans the windshield, front
and back, and so on.

These items or "indicators," still objective measures, deal with quality rather than quantity.
They could be quantified if you specified that at least four of these features should be
present on each visit or that four particular features should be demonstrated 9 out of 10
times.

The list should include items similar to these:

Pays a wage consistent with similar jobs in the community

Maximum 1-hour bus ride to and from home

Resident arrives on time and is not absent except for illness

Resident says he would recommend that others seek employment here.

Comparison of individual planning processes with model planning process

How does their planning process differ from the suggested model? Are steps missing? How
might these missing steps affect the success of their plans? What parts of planning do the,
find most difficult? Does this session offer any help?
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Session 4:

Time Sequence of Activities Materials

F. Assignment

1. In Leadership Resources Management
Library, participants may read "Planning
for Achieving Goals"
Read Planning for Change and answer the
questions on p. 1.

10 min G. Summary exercise

1. Handout and explain exercise.
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As participants finish the exercise, hand
them the answer key to check their work.

3. Answer questions as necessary. Participants
leave as they finish.

F1. Leadership Resources
Management Library

F2. Handout 4, LRI book-
let, Planning for Change

G1. Handouts 3a and 3b,
Planning worksheets,
labels, and blank

G2. Handout 3c, Planning
worksheet, answer key



The Planning Process

Points or Discussion

Assignment

1. This Article is a review and restatement of he planning process.

This article talks about the issues to be considered when planning outcomes require or will
induce change, e.g.: how people react to change; how to prepare people to accept change
more easily; predicting the chances of a change taking place. Pay particular attention to
the section on force field analysis.

G. Summary exercise

I. This exercise is designed as a self-test on the sequence of eps in the preparation phase an-'
the qv-. :ons that need to be answered at each step.

a. Part.. ipatts put away all books and notes.

b. The sheet that has labels on it is divided into three columns. Column 1 lists the steps of
the preparation phase in scrambled order. Columns 2 and 3 have the related questions inscrambled order.

c. Put the steps in order first. Then find one question in column 2 and one question in
column 3 that relate to each of the steps,
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Session 5:

GOALS/

Director and Board Relationships
ATimiNr.

ECTIVES: Each participant will attain an Increased awareness and understanding of the elements and
issues associated with organizing and maintaining effective relationships that have been
demonstrated to be successful in other halfway houses with the halfway.house board of
directors.

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and

references are found

in Participant Work-
book, except
handouts 4a-4f in
Trainer Manual)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

They will be able to

1. List at least three types of people to include on the ideal board, and explain how h
people can be helpful,

2. Name two strategies for dealing ito a troublesome board.

3 hours

Videotape equipment (optional, but strongly recommended)

microphone
2 cameras

VTR tapedeck
monitor
mixer

or

Handout 1, Director and Board Guid 10- as

Handout 2, Case Study: Pathway ResicicmCC

Handout 3, Board and Director Problem Sheet

Handouts 4a-4f, Instructions for Role Players

Handout 5, Guide for Role Player Observers

Handout 6, Group Process Observation Guide

Handout 7, Hidden Agendas Information Sheet

croup discussion, role playing

Portapack
VTR tapedeck
monitor
microphone

In one room drawing 1, Round table setup; in a second room, drawing 6, discussion setup for
six people, with sufficient chairs surrounding the circle for the remaining participants. Video
equipment placed so that each role player can be easily photographed, especially when talking.
Microphone should be placed to record all speakers audibly.



Session 5:

Time Sequence of Activities

30 min. A. Introduction

1. Review the purpose of he session.

2. Distribute handout 1.

Discuss the items with contributions
from the group.

60 min. B. Role playing exercise

(If video !quipment is not available, carryout
exercise as directed.)

1. Explain that the next activity is a role-
playing exercise designed to dramatize
some of the difficulties that may arise on
an agency board. These background
materials will set the stage.

Decide who will play each role beforehand
uld out the appropriate instructions and
role description (handout 4) in an envelop_ e
bearing the participant's name. Choose
people you think will t least self-conscious
in a role playing situation.

2. Distribute handouts 2 and 3, Case Study:
Pathway Residence and Board and Director
Problem Sheet, and allow participants about
5 minutes to read. This case will need
revision for participants other than halfway-
house administrators.

3. Announce that different participants will do
different things in the exercise. Distribute
role player envelopes to selected participants
and instruct those participants to retire to
room 2, to take a seat in the inner circle of
chairs, and to read their instructions.

Ma ials

A2. Handout 1, Director
and Board Guidelines

82. Hindout 2, Case
Study: Pathway
Residence
Handout 3, Board/
Director Problem
Sheet

B3. Handouts 4a-4f, Instruc-
tions for Role Players



Director and Board Relationships
Points for Discussion

Introduction
1. An active, cooperative board of directors can be an indispensable resource to a program

m-mager. This session will focus on some of the elements of an effective board and somP ofthe things a director should consider in establishing and maintaining a sound working rela-tionship with the board.

3 Under item 6 nf the Director and Board Guidelines, you may wish to add these points:
(0 BankerAny bank, ofIcer is helpful, but if you are planning to purchase property, itmay be especially useful to have a banker from the mortgage department.
a LegislatorThis person can be Inricularly helpful in working out problems with publicagencies such as lic osing 'ct;.eau;.

Other agencies to cry S_:71rd representation, depending upon the needs of the house,are State, county, or anunicipal euloyment services, unions, churches, educational institu-tions, Salvation Army, police department. Do not hesiti:.,: to change the role play mix toaddress the problems you are facing.
B. Role playing exercise

There are no discussion points for this section.
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Session 5:

Time Sequence of Activities Materiels

/cC

4. G.. . uut 5 to selected participants.
Give i,ther participants the Group Process
Observation Guide used in session 2D.
Answer questiens.

5. All observers move to room 2 and sit in
chairs around inner circle.

6. Inform role players that the other partici-
pants are observers. Ask them to introduce
themselves as the characters they are playing,
and begin the meeting.

(Videotaping starts here. Use introductions
to check for placement of cameras and
microphones. Be sure cameras can focus with-
out obstruction on cacti role player as he or
she talks and that each voice records
audibly.)

After 15 minutes, terminate the role playing
whether the plan has been completed or not.

8. Ask the group process observers to report their
observerations.

9. Ask role player observers to report heir
observations.

10. Ask role players to read their roles to the
group in the order they appear on the problem
shect.

25 min. C. Hidden ;enda
1 Llis t the Hidden Agendas Information C1. Handout 7, Hidden

Sheet, handout 7, and read the introduction Agendas Information
to the group. Sheet

2. Lead a discussion of theyole play situation:
ask participants to draw on their observations
either of the group process or the role players
and on repots by the role players of their
intentions and feeling. See questions opposite.

64. Handout 5, Guide for
Role Player Observers
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Director and Board Relationships
Points for Discussion

continued)

Hidden agendas

2. Aim toward generalizations that answer these questions:

a. How do hidden agendas affect the group? How do they affect each member?
b. What are some indicators that hidden agendas are operating?
c. Is the recognition of hidden agendas necessary to understand what is going on in thegroup?
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Session 5:

Time Sequence cf Activities Materials

15 min. Coffee break

(During break, rewind tape and set up monitor in room 1
where all participants can see screen.)

45 min. Videotape replay

1. Play through the tape once completely without
comment, first asking participants to observe
and to note the following:
a. Examples of group process functions (task,

maintenance) and obstructing actions.

b. Examples of nonverbal behaviors that convey
feelings that role players have reported.

2. Play tape again, this time stopping tape on
signal from either you or participants to point
out examples of either category (a or b above).

E. Summary

1. Summarize major points.
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Points for Discussion

Director and Beard ReIa1ion hip

Coffee break

Videotape replay

If video equipment s not available, lead a discussion by asking for the same examples as listed
opposite. Less time will be required if videotape is not used

Surnmarj/

1. Touch briefly on seven points listed on Hidden Agendas Information Sheet.
2. Suggest that participants read remaining paragraphs at their leisure.
3. Cite general implications of this exercise for director and board relationships.
Hurnal factors are as important as organizational ones in the functioning of a board. It is impor-
tant for a director to know each of his board members.
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Session 6 A: Planr ing for Change

GOALS/OBJEC 'VES:

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references arc found
In Participant
Workbook)

PRIMARY METHODS:

Each participant will sufficiently refine and improve existing planning and analysis skills to
identify a specific problem or a need for change and to develop a plan for improvement in the
area selected.

Given the elements of an effective director and board relationship and a hypothetical situation,
participants working in sr, All groups will identify an area of possible improvement and
develop a plan to effect a change, using the first five steps of the planning process.

1% hours

Handouts: I hie Planning Process (from session 4)

Pathway Residence (from session 5)

Board and Director Problem Sheet (from session 5)

(Pathway residence case study will need to be adapted for others besides halfway-
house administrators.)

Small group work on task assignments, large group presentation and discussion

MEETING
ARRANGEMENTS: Or' ing 4, Workshop setup; drawing 1, Round table setup
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Session 6 A:

Time Sequence of Activities Materials

n. A. Introduction

1. Place session in context of previous sessions.

Group work on plans

1. Give directions for afternoon activities.

a. Participants will work in standing groups.

b. Set the scene: Assume that each group is a
team of consultants that has been invited
by the Pathway Residence board to
recommend changes in their way of
operating. The team observed the meeting
that took place this morning and is meeting
now to identify the problem and formu-
late a plan.

c. Handouts available to assist with their
deliberations are

The Planning Process

Pathway Residence

Board and Director Problem Sheet

2. Emphasize that the task is to formulate a
plan to improve the functioning of the
board, not to solve their funding problems.

Forty-five minutes is allotted for the task.
At the end of that time the group will
reconvene to hear the pians and discuss
them. Time allowed for presentation of
the plans is 5 minutes.

P. I c. Handou
4 and 5

om sessions



Points for Viscussion

Planning for Change

Introduction
1. Session 4 was devoted to planning as it relates to management, to discussion of a model

planning process, and to practice in the critical task of writing specific objectives.
The reading assignment reemphasized some of the planning concepts and introduced some
of the issues that accompany change.

Session 5 focused specifically on the board of directors and factors that influence its effec-
tiveness, The role playing situation provided an opportunity to practice group observation
skills and at the same time presented a situation that could benefit from some planned
change.

This session will provide an opportunity to apply the planning process to a h ypk.
situation, using your knowledge and skills about boards and groups to identify a problem
and to formulate some approaches to solutions.

Group work on plans

lc. The questions on The Planning Process handout will help to guide thinking. The case study
and the problem sheet plus the observation of the meeting will provide the necessary data

2. Recommend that they take each planning step in order and answer as many questions as
apply. Some steps and questions will require on1.: brief consideration; others will require
considerable time.

Also remind participants of "force field analysis" described in "Planning for Change" in
the Leadership Resources Management Series. This technique helps to analyze a situation
and to identify possible alternatives (step 5 of the planning process).
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Session 6 A:

Time Sequence of Activities Materials

(continued)

(Stay close at hand to answer questions. You
may wish to sit in with each group to
observe how they apply the planning steps
and whether any task or maintenance
functions are present. You might use the
Group Process Observation Sheet to guide
your observation. Confine your assistance
to clarification of the planning process and
force field analysis. Refer participants to
the documents for answers to questions
about the situation.)

4. Ten minutes before the time is up, announce
the time remaining and remind groups to
pick someone to present the plan.

30 min. C. Presentation of plans

1. Explain that each gl''. Jp will be allotted 5
minutes fcw prooitation and 5 minutes for
discussion.

(Reassure the partio) n7 , that there are no
penalties for not coil,, f-e.inst !,le tacx. The
main purpose of the ;;cto.'ty was to provide
experience in planning a common task.)

2. Presentation should contain a brief descrip-
tion of the outcome of each step in the
planning process.

3 Discussion should focus on !low the process
was applied. Lead discussion by raising
questions such as those opposite.
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for Change

Points for Discussion

B. (continued)

Presentation of plans

Questions for discussion may include the follov,!ng:
Is the recommended plan consistent with organization goals?
Was all existing information considered?

Have all affected people been involved?

II Does the objective meet all criteria?

To what extent were alternatives considered? How many?
If some alternative was selected, is it justified in terms of the criteria?

Generally, the more carefully the planning process has been observed, the better the outcome.
Also, there is no one right answer to this situation. Having three groups work on the same task
increases the likelihood that most common problems will be experienced and that the groups can
check each other on the thoroughness of their effort.
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Session 6A:

Time Sequence of Activities Materials

C. (continued)

4. Have subsequent presenters focus on differ-
ences.

(Is there a correlation between your
observation of group process and the quality
of the plan? If a group had trouble working
together and the outcome of their effort
is mediocre, you might say, e.g.; "I
noticed that there were only a few instances
of opinion seeking or clarifying in your
group. What effect do you think that had
on accomplishing your task?")

D. Summary

1. Make a general statement about the relation-
-hip between faithful application of the
planning process and quality of outcome.

2. Recall parts of planning that participants
said they had difficulty with (session 4)
and sec if they were the same in this
exercise.

15 in. Coffee break
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Planning for Change

Points Cdr Ciscu n

(continual)

5orric diffleui ties that aro likely to arlso in ono or more groups arc the following

in adequate informat !ors FlaltherrIng and analysis,

Consideration of sot utions before thr problem is identified and objectives are stated,
o In tuff iclect consideration of a Iternati ves.

Summary

There are co dIscussion points -I sects

Coffee break
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Session 68. Planning for CIlarge

GOALS/OBJECTIVES: Each participan t N suf fic eine nd prnvc col %flog nlAnitii mg and xnal Nsis skIll 5 k)

Won Illy a spec' fic problen ard to (level on a plan for I eaveriterlt III the problerr *q
selected.

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references are found
In Participant
Workbook)

1 -Yr hours

11 an (km t I , Hal fway.t10 use ANOS I ,el Vsior k,rla nd E xotona Gm

11411(101i t 2, Gui del Ines fcr incilvl(loal Pro. gran Projects

1-landou t 3, S tUdy c*acbrOg]2beche b terpr Ise

PRIMARY METHODS: Indepen de n work

MEETING
ARRANGEMENTS: DR+ngtcamons

p

103



Session 68

Time Sequence of Activities Materials

10 min. A. Introduction

1. Place session in the context of previous
sessions and describe the purpose.

2. Distribute handout 1 (or a revised sub-
stitute if the audience Is not exclusively
halfway-house administrators).

Highlight the information contained In the
explanation.

35 min. B. Work on Halfway-House Assessment Worksheet

1_ Direct participants to complete the first
eight pages, up to "resident rights."

2. Delay questions on scoring until partici-
pants are ready to do that step.

104
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AI Handout 1, Halfway.
House Assessment
Worksheet and Ex-
planation (or substi.
tute; see adaptations
for minicourse C in
section II of manual



Planning for Change

Points for Discussion

A. Introduction
1. During the preceding sessions, we have looked at the management role, the planning process,

small group process, and the organization and fpnction of the board of directors. The
related knowledge and skills are applicable to all aspects of program operation.

The sessions following this will focus on specific areas: funding, budgeting, recordkeeping,
staff organization, and supervision.

The final activity of the training program will be the development and presentation of a

plan, by each participant, directed toward making some change In the halfway house he or
she directs.

In this session, we will present guidelines and Instructions to enable participants to assess the
degree to which their existing programs meet recommended standards, Each will identify
possible areas for change and will select one of those areas as the focus of his plan.

Some if not all, of the participants will have seen the accreditation standards by this time,
The items or elements Included In the worksheet are almost identical to the accreditation
standards, but they are organized by topic (recordkeeping, documentation, environment,
evaluation) rather than by component (management, emergency care, aftercare).

The Joint Commission on Accreditation of Hospitals was selected by NI AAA to handle
accreditation of alcohol treatment programs because it is the recognized accreditationagency
for all health service programs.

B. Work on Halfway-House Assessment Worksheet

There are no discussion points for this section.

it 0
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Session 6B,

Time Sequence of Activities
ObinzeiPa=k.,,

Materials

15 min. C. Scoring

1. Stop participants even though they may
riot have completed the eight pages.

2. Ask if anyone has started scoring. If so,
ask him to describe the process and to
mention any difficulties.

1. Direct participants to score one or two
completed categories.

10 min. D. Directions for Individual program projects

1. Distribute "Guidelines for Individual
Program Projects."

10 min.
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2. Discuss the guidelines and answer
questions.

Assignment

1. Distribute handout

2. Tell group to read Organizing the Enter.
prise and to complete the Study Guide
for the next session.

Ask them to complete the Halfway-House
Assessment Worksheet, handout 1; to select
one area as a target for an action plan; and
to submit the title to you with their names
at the next session.

Dl. Handout 2, Guidelines
for Individual Program
Projects

E 1 . Handout 3, Study
Guide for Organizing
the Enterprise



Points for Discussion
wilemmakkmAt

Planning for Change
fiat imgmra

C. Scoring

There are no discusslot this section,

D. Directions for individual program projects

There are no discussion points for this section.

Assignment

2. Suggest that participants complete the eight pages of the worksheet if they have not already
done so before deciding on a planning project.

Emphasize selection of a change that is fairly simple to accomplish' perhaps within 6
monthsand/or is a pressing problem in their programs.

Participants may develop a plan for a change other than one identified by the Assessment
Worksheet.
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Session 7: Funding Sources

G ALS/OUJECTIVES: At the end of the session, participants will have an in sed aw.arencss and understanding Of
the elements and issues ,INstiLl,i10(1 WW1 selected ,peci% of effective alcoholism program
administration.

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

they will be able 10:

I. Identify at least one to ndin
program

lerIC as possible 'less source of revenue for an Alcol

2. Identify a possible wax, of solving existing piohlem wIth revenue sources currently
available.

I V-1 hours

Flinch,' I Objective: (n rare helot e session

Handout I , Participant Ikesentation Appraisal (in e of reseurc.e m aterialsfor session
2C, handout 2)

Handout 2, Funding Sources

Handout 3, Funding Sources exhibits Al:

I Ian dou t 4, Foundations

Handout 5, Other Sources of Funding for Alcoholism Services

PRIMARY METHODS: Large group discussion

MEETING
ARRANGEMENTS: Drawing I R and -able setup
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Session 7:

Time Sequence of Activities Materials

30 min. A, Participant presentation: Philosophy of funding
for halfwayhouse programs

Be sure that the objectives containing the
criteria for evaluation for the presentation
are written legibly on a flipchart. (From
handout 1 for session 2C.)

Have participants locate Participant
Presentation Appraisal sheet in session 2C.

3. Have participants in the funding group make
presentation, keeping within the allotted
time, including 5 rninutes for evaluation.
Using the appraisal sheet as a guide, have
others record their appraisals on blank
pieces of paper.

4. Allow those making presentations to read
appraisals completed by others.

60 min, B. Funding sources

Distribute Funding Sources and Exhibits
packet, handouts 2 and 3.

2. Go through the Funding Sources outline,
elaborating and discussing each point, with
special reference to the local situation.

3. Refer to items in the exhibit packet as
indicated.

Invite participants to comment if their con-
tributions will assist other members of the
group_ . Ciscourage personal anecdotes;
encourpge suggested sources of informa-
tion, s' rategies for preparing proposals or
makir g contacts, experienced estimates
o ne required to prepare proposals, etc.

110

A1. Flipchart 1, Objectives

A2. Handout 1, Participant
Presentation Appraisal
Sheet (from resource
materials for session
2C)

Bi , Handout 2, Funding
Sources
Handout 3, Funding
Sources Exhibits



Funding Sources

Points for Discussion

Participant presentation: Philosophy of funding for halfway-house programs

This is the first of the participant presentations introduced on day 2. Briefly Introduce partici-
pants and explain the sequence of events. Objectives on flipchart should not be visible until the
end of the presentation, Participants can write the answers to these items on the back of the
appraisal sheet.

Funding sources

This session depends primarily on information contained in specially developed handouts (as
designated) for discussion material.
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Session 7

Time Sequence of Activities

B. (continued)

112

5. Distribute Foundations, handout 4,
and repeat procedure as indicated above in
items 2, 3, and 4.

Distribute Other Sources of Funding for
Alcoholism Services, handout 5, and
repeat procedure as Indicated above in Ite
2, 3, and 4.

Materials

6

135, Handout 4, Founda.
tions

136. Handout 5, Other
Sources of Funding for
Alcoholism Services



Points to Discussion

continued)
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Session 8:
Selected Aspects of

Financial Management

G A JECTIVES:

TIME REQUIRED:

EQUIPMLNT:

MATERIALS:
(Handouts and
references are found
In Participant
Workbook)

PRIMARY METHODS:

Participants will attain an increased awareness and underttandirig of the elements and Issues
ed with selected aspects of effective alcohol program administration, including cost.

saving procedures, budget Isreparation, and fiscal and statistical recordkeepIng.

they will he able to list five new procedures to help ratite program costs.

ft hut

tlipchart paper, felt pens, tripod, or ng tape

Reference 1, Cost5aving Measures

Lecture and discussion small group work

MEETING
ARRANGEMENTS: Drawing 1, Round table setup, drawing I, Workshop setup
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Se s

Titne

S

ion 8

Sequence of Activities Materials

Introduction

1. Ask participants o submit planning
project topics.

Link session to previous session on
funding sources.

Review topics o be covered.

S mill. B. Cost - saving procedures

Explain the process of brainstorming that
participants will use in the exercise.

2. Ask participants to enumerate methods
they have used to reduce costs (e.g., use of
volunteers, short. and long-term fundraising
ventures, donations of services and goods,
etc.

Divide participants into the three groups
used previously throughout the program and
have them select a recorder to write sugges-
tions on flipchart.

4C rnin. A. Have participants proceed with exercise.

1 C Coffee break

3C rriln. 5. Have participants u their suggestions up in
the front of the room.

116
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B. Three flipcharts, one
for each group of
participants.



Selected Aspects of Financial Management

Points for Discussion

A. Introduction

In addition to finding alternate funding sources, there are numerous ways to operate on a
small budget without sacrificing the basic components of a program. Extensive use of sorne
cost-saving procedures and accounting methods will result in substantial savings and more
effective financial operation for many programs.

This morning, we will generate many ideas for either cutting program cost or generating
services to reduce the need for monetary outlays. You have all developed or used specific
measures to reduce operating costs. Through group work, we will try to enumerate these
measures and to share ideas others can use.

Next, we will examine two types of systems for determining the efficiency of your pro-
gram. One relates to how much it costs to provide services to one client over his specified
period of stay (per diem). The other deals with determining cost per unit of service (e.g.,
how much it costs you to provide counseling services). With this background, we will go on
to explore the recordkeeping requirements needed to institute these systems.

Cost- saving procedures

1. Brainstorming is one technique groups can use to (a) generate many ideas in a short unt
of time and (b) become task-oriented quickly.

In order to generate many varied ideas, participants should think of as many ideas as possible
and record them, suspending criticism until this phase of the process is completed. Once all
ideas are on the table (recorded), a process of selection is initiated to eliminate duplications
and unrealistic or unworkable ideas.
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Sessiop

Time Sequerhee of Actitriti Materials

B. (continued)

6. Select the rnost comprehensive list and have
the recorder eNlain each item listed. Other
group rneiribers rnay enlarge upon specific
ideas If needed.

After recorder has finished, other groups
explain hens 4n their lists not noted by the
presenting /ratiP.

After all six estions have been discussed, list
others which che group may not have
mentioned

9. Elave suggestions typed and distribute to
participants at a later session.

C. Sum-nary

118

B8. Reference 1, Cost-
saving measures



See cted A s e cis o f d it n cF 1 Il aI7 erne t
Points for Discussion

(continued)

C. Summar

Mention hat this session will be c ntio uc
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Session 9:
Selected Aspects _of_

Financial Management (conrd)

GOALS/OBJECTIVES:

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

prRIMARY METHODS:

MEETING
: ARRANGEMENTS:

Participants will attain an increased awareness and understanding of the elements and issues
associated with selected aspects of effective program administration, including cost-saving
procedures, budget preparation, and fiscal and statistical recordkeeping.

They will be able to:

1. Determine cost per resident day and cost per unit of service, given financial data on a
hypothetical program

2. List three types of records which must be kept in order to determine the above costs.

13A hours

Flipchart paper, felt pens, tripod, or masking tape

Handout 1, Commonly Used Financial Management Terms

Handout 2, Cost Per Resident Day, Computation Case Study

Handout 3, Unit Cost Computation

Handout 4, Unit Cost Computation Case Study

Reference 1, Procedure for Calculating Allocated Administrative Costand Unit Cost for a
Service

Lecture, discussion

Drawing 1, Round table setup
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Session 9:
S

Time Sequence of Aciivitles Materials

5 min.

10 min.

122

A. Introduction
1. Explain the constraints of the training

program and offer suggestions of sources
for financial management expertise.

2. Explain the meaning f financial
management.

Commonly used financial management terms

a. Distribute handout 1, Commonly Used
Financial Management Terms (definitions).

b. Read each item separately and answer
questions which may arise.

A3. Handout 1, Commonly
Used Financial Manage.
ment Terms



Selected Aspects of Financial Management con Yof

Points for Discussion

A. Introduction
1. Financial management is a subject many people spend years learning. We have only a short

time and it would be impossible to address the needs of each person's program, so we are going
to explore only two procedures that can help you determine the cost-effectiveness of your
program. We will provide you with data on how to compute these figures and on what
accounting methods and records are necessary to accomplish this. If you need more infor-
mation, several resources are available.

Ways to acquire a financial management system tailored to your needs include the following:
Have an accountant or other person with financial management expertise on Our board
of directors.

Approach your major funding agent and ask for his help in setting up an adequate finan-
cial management system.

o Affiliate yourself with an organization that can supply these services.
Attend training programs or schools that offer appropriate training.
Seek volunteer technical assistance from the business administration department of a
nearby college or university.

The need for setting up an adequate system cannot be overstated. Third-party payers are
going to assume a greater future role in providing funds for services rendered, so you need a
good financial management system to show them where the money is being spent and how
effective it was in treating clients.

Financial management is a process of comparing proposed expenditures over a specific time -
frame with the actual expenditures over the same timeframe. If one of these elements is
not in line with the other, corrective actions are necessary. This means reducing the cost for
a specific function or readjusting the estimated budget. Financial management is not just
making sure you don't overspend allotted funds. It is an active process of analyzing and
adjusting expenditures.

Financial management includes three elements:

The task to be accomplished.

The time period over which the task will be accomplished.

s The workload or workdays necessary to accomplish the task.

These three elements provide a base for computing the dollars necessary to perform or
complete a function over a specified period of time (yearly, quarterly, monthly). If one or
all of the functions listed are not realistic or correctly estimated, the budget will be in-
accurate and possibly inadequate.
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Session 9:

Time Sequence of Activities Materials

15 min. B. Calculating cost per resident day

1. Explain c ast and the factors involved in
calculation. Also explain how this infor-
mation can be used.

124

2. Distribute a case study using this method of
calculation and explain why it is only an
approximation. Also explain how the per-day
figures were calculated and what the "100%"
means.

82. Handout 2, Cost Per
Resident Day, Compu-
tation Case Study



Selected Aspects of Financial Management ont'd)
Points for Discussion

Calculating cost per resident day (Inpatient care only)
1. The method offered here gives only a rough approximation; but for some agencies, this

method is sufficient. Essentially, this calculation entails only the following:
Determining the total amount of money (costs) spent by a program over a specified
period of time (monthly, yearly, quarterly).

Dividing the above sum by the actual or estimated volume of individuals treated during
the same time period, where volume = the number of individuals treated per unit in that
time period x the total number of units in the time period. For example, in computing a
daily rate or cost per resident day, the equation is:

Cost per resident day 9 $ s ent over specified time period
number of number of days
residents each x involved in that
day time period

(365, 30, 90)
Cost per resident day = costs

volume

When you have this figure, you can determine how much your residents should pay (if
anything) and can seek supplementary funding sources to provide the rest. This also provides
data for you and the funding source to back up your need for more money. It can also
indicate that things are not working properly if the result varies much from previously
calculated per diem.

2. This case study uses the method just explained to calculate cost per resident day. As men-
tioned before, this is not the most accurate way to determine per diem cost for a number of
reasons:

Not all administrative costs were used directly for resident services. Some money was
probably spent on other functions, such as community education. The question wh ich
might beraised is "DO I want to include all administrative costs in the cost per resident
day figure?" If not, a more precise breakdown of direct, indirect, and administrative costs
is needed.

The figure was calculated on the basis that all beds are filled at all times, which is not the
case in many houses. To get a more accurate representation of the cost involved, this
figure (number of residents) should be based on the percentage of beds filled at any point
in time (the average number filled) or the actual number of residents during that period
of time This will increase the per diem cost, but it presents a more accurate picture.
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Session 9:

Time Sequence of Activities Materials

15 min. C. Calculating unit cost

1. Distribute handout 3, Unit Cost Computation, Cl Handout 3, Unit Cost
while explaining its relationship to the per
diem cost just discussed.

126

2. Direct participants' attention to the report
form. Explain that the column items used are
taken from a case study that will be handed
out shortly as a computation exercise.

1

Computation

C2. Flipchart



Selected Aspects of Financial Management

Points for Discussion

Calculating unit cost
1 The calculations just shown gave us a rough approximation of cost per resident day or per

diem cost. The next method is more involved, but is a highly accurate way to calculate per
diem cost as well as any other function your program provides. The complexity of these
determinations will depend primarily on what information you, or the agency you report
to, find necessary. This calculation is called "unit cost computation" and shows how much
it costs to provide a specific service.

2. Line 1Direct Costs. Total cost for specific direct service rendered. The number of columns
can be enlarged to provide room for other services you offer and feel are important to deter-
mine. FOr the examples given, the counseling total includes salaries, employee benefits,
local travel, supplies, and other counseling expenses and room and board includes salaries,
employee benefits, food, laundry and linen, housekeeping supplies, and other room and
board expenses.

Line 2Allocated Administrative Cost. Determined by multiplying overhead rate times the
direct cost for each service_ This total should always equal the total administrative cost
when all are added together.

Line 3Total Cost, Direct and Indirect. Indirect here is the same as the allocated administra-
tive cost. This line merely represents the sum of direct costs and allocated administrative
cost.

Line 4Units-. These are the criteria for determining program efficiency and effectiveness.
These should be fairly consistent with program goals (to provide counseling, and so on) and
are usually measures used to evaluate programs and progress. Per diem cost (cost per resi-
dent day) or any other measures you may feel are relevant may be used. There should be a
relationship with areas listed across columns. Particular attention should be paid to the time-
frame used (day, month, week, session, year). All determinations should be made on the
basis of the timeframe set forth in handout 3 (top of p. 138), Period to
Line 5Unit Cost. This is the actual figure you want and is determined by dividing the total
direct and indirect cost by the units used in line 4. This figure can then be used as a com-
parison of cost effectiveness on a monthly, quarterly, or yearly basis, or other appropriate
period. This figure can also be used to compare the cost effectiveness of different programs
and to determine a fee to charge your, residents. (In most cases, this fee will be beyond the
ability of the client to pay; therefore, this also tells you approximately how much, supple-
mentary funding to acquire to operate in the black.) In other words, you can start making-
budgetary estimates.

Line 6Administrative Cost. This figure represents total administrative cost. The allocated
administrative cost should eucial this figure always, because allocated costs are determined
by use of this figure (line 7). Administrative cost includes such items as salaries, employee
benefits, travel (local and long distance), rent, telephone, supplies, postage, business insur-
ance, and other items used by the administrative section.

Line 7Overhead Rate. This is a percentage figure determined by dividing the administrative
cost by the total direct cost. This should be done for each cost center indicated on line 1.
This tells you approximately how much time and effort (which translates into dollars) was
spent by administration to ensure that these services could be carried out.

con
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Session 9:

Time Sequence of Activities

C. (continued)

40 min. 3. Clarify any questions that may arise and then
distribute handout 4. Walk through each step
on handout 4, as directed on first page of
handout 3. This may be done on flipchart
or blackboard, whatever seems appropriate.

4. You may use reference 1 to help you con-
duct this exercise.

15 ruin.

Materials

Financial recordkeeping and accounting systems

1. Use records from an operating halfway-house
in your region that are simple and yet pro-
vide all necessary information. (See opposite.)

2. Contact a financial records supply firm
can provide sample forms appropriate t
needs of a halfway-house.

5 min. E. Summary

Review major points.

1. Cost saving

2. Per diem calculations

3. Unit cost computation

hat
the

Importance of financial recordkeeping system.

128

C3. Handout 4, Unit Cost
Computation Case
Study

C4. Reference 1, Procedure
for Calculating Allo-
cated Administrative
Cost and Unit Cost for
a Service



Selected Aspects of Financial Management cont'd)
-P ints for Discussion

continued)

Financial recordkeeping and accounting systems
1. Records must be kept on the following:

A breakdown of your receivable income by its source
Staff time spent performing various functions
Expenditures by type of service provided. An accurate record of disbursements is neces-
sary in almost any program.

This is not as difficult as it might seem. All you have to do is develop a system for gathering
the necessary information and recording it promptly.

1. We explored numerous methods for either reducing program cost or gaining supplementary
income. Can anyone name five new procedures that they might apply when they return?

2 3 We learned two methods for computing selected aspects of program cost. These are per
diem calculation and cost per unit of service. These two items reflect similar processes, but
one (cost per unit of service) is more involved and more accurate. Essentially, both reflect
cost for a service, divided by the volume of services rendered, or cost/volume. It is very
important to be able to determine these figures, both for your use and for a parent or
regulatory agency.

We discussed the type of records necessary to determine costs. Can anyone name three
which are necessary to perform these calculations? (Tirnesheets with a breakdown of time
spent performing various functions, records of cash disbursements according to type of ser-
vice, statement of operations that gives these figures plus income according to its sources.)
It is essential to have an adequate information base as well as adequate collection procedures
to determine the financial effectiveness of your program.
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Session 10:
Organization Structure and

Position Descriptions

GOALS /OBJECTIVES

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

Participants will attain an increased awareness and understanding of the elements and issues
associated with selected aspects of effective administration, including personnel policies.

Given a program description, objectives, services, and a staff roster for a hypothetical program,
participants working in small groups will be able to develop a job description for one pro-
gram and one operations position.

N hours

Flipchart paper, felt pens, tripod, or masking tape

Handout 1, Organization Task Instructions and Information

Handout 2, Study Guide: Delegating and Sharing Work

Handout 3, Study Guide: Developing Personnel

Handout 4, Morale Index for Supervisors*

Handout 5, Morale Index Report Form

*If this activity is used, one copy of the Morale Index must be obtained in advance for each
participant. See section IV of this manual for purchasing information.

Whole group discussion, small group task

Drawing 1, Round table setup, in room 1 for discussion of reading assignment and presen-
tations; drawing 4, Workshop setup, in room 2 for group task work.
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Session 10:

Time Sequence of Activities

n, A. Review reading assignment

1, Discuss answers to questions in Study
Guide for the article Organizing the
Enterprise,

2. Cover questions and points are listed on
opposite page,

45 min. B. Organization task

1. Distribute handout 1, Organization Task
Instructions and Organization Task
Information.

132

2. Have the participants work in small groups
to follow the instructions on p. 1, using
the information on p. 2.

2

Materials

Bl. Handout 1, Organiza-
tion Task Instructions
and Organization Task
Information



Organization Structure and Position Descriptions

Points for Discussion

Review reading assignment

A number of ways to divide the work of an organization arc listed. Which one do you think
is most appropriate to your program? Explain your choice,
Points to cover:

In an enterprise the size of your program, where many functions are performed by a very
few people, the question of alternative organization may seem a moot point. However, in
terms of efficiency it may be more important to organize well In a smaller organization
because fewer people are expected to do more and different things. Consideration of al terna-
Oyes to the existing organization may suggest improvements. In answer to the question, a
case could probably be made for both functional (e.g., in a halfway-house, food preparation
and service, house maintenance, business and financial management, client services and
external affairs public and community relations and agency liaison) and services. No answer
is right or wrong, but the other choices do not make much sense for the typical program.
How is a manager defined in this article? (See the third full paragraph in the first column on
p. 11.)

Points to cover:

This question is included to highlight the distinction between the role and title. In halfway-
houses for example, there is a position called house manager, whose duties and responsi-
bilities are quite different from those of the director. The director is the manager referred to
In this context, the person who carries out the management functions discussed earlier in
the sessions.

How does the organizational pattern of your program help and how does it hinder program
operation?

What are the implications of growth for the organization of the n

Points to cover:

Growth in the program generally takes the form of adding another unit or adding a differ-
ent component of care (outpatient, detoxification). This growth usually results in greater
responsibility for the unit staff and increased savings (cost of director and management
support covered by two operations and discounts for volume purchasing, and so on).

B. Organization task

There are no discussion points this section.



Session 10:

Sequence of Activ I

(continued)

3. Have the group complete the task in 1 hour,
including preparation of their recommenda
tions for presentation to the other two
groups. Each group will have 15 minutes for
its presentation. Provide flipcharts for group
use.

Time

15 min. Coffee break

30 min. C. Presentation of organization task results

1. Reconvene in a room with a conference
arrangement.

2. Groups take turns presenting reeommenda
tions for organization and job descriptions.

5 min. D. Summary

Review the points listed opposite.

5 min. E. Assignment

1. Direct participants to read "Delegating and
Sharing Work and Developing Personnel,"
found in Leadership Resources Management
Library.

2. Distribute study guides for he above, handouts
2 and 1
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Materials

B3. Flipcharts

E2. Handout 2, Study
Guide: Delegating and
Sharing Work
Handout 3, Study
Guide: Developing
Personnel



Organization Structure and Position Descriptions

Points for Discussion

U. (continued)

C. Presentation of organization task results

There are no discussion points for this section.

Summary

There is no one way to organize an enterprise.

Organization should change with the changing needs of the enterprise.

Staff members should participate in development of organizational structure and job descrip-
tions. They are subject-matter experts on what they do, to whom they relate, and how.
Organization and job descriptions should be consistent with the program goals and services.

E. Assignment

There are no discussion points for this section.



Session 10:

Time Sequence of Activities Materials

15 min, F. Morale index for supervisors

1. Review purpose of exercise:

a. The next session on personnel issues will
include issues relating to staff supervision
and evaluation of job performance.

b. In preparation for that session, it might be
useful to get some indications of the existing
level of job satisfaction in your program.

c. To that end, we have a Morale Index, which
will do the following:
(1) Tell you something about how you

feel about your job.

(2) Highlight some of the areas that con-
tribute to job satisfaction or dissatisfac-
tion.

2. Distribute handout 4. Handout 5 is located in
the workbook.

3. Instruct participants to read handout 4 and to
follow the directions with two exceptions:
a. Omit items 8, 13,18, and 23; these do not

apply.
b. Record totals on the report form and hand

it in without their names.

Ask if there are any questions.

5. Participants may leave when they have com-
pleted the report form.
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This exercise may be om-
mitted if you do not wish
to order the Morale Index

F2. Handout 4, Morale
Index for Supervisors
Handout 5, Morale
Index Report Form



Organization Structure and Position Descriptions

Points for Discussion

Morale Index for supervisors

There are no discussion points his section.
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Session 1 is Personnel Evaluation and Supervision

GOALS/OBJECTIVES:

TIME REQUIRED:

EQUIPMENT:

MATERIALS:
(Handouts and
references arc found
In Participant
Workbook)

PRIMARY METHODS:

MEETING
ARRANGEMENTS:

Participants will attain an Increased awareness and understanding of the elements and issues
associated with selected aspects of effective halfway-house administration, including personnel
policies,

Participants will each write a specific, measuraole -phased objective hat could serve as a

basis for evaluating an employee's performanc.

Participants will be able to define management by objectives as a process by which a supervisor
and an employee negotiate Individual objectives and use those objectives for periodic per-
formance appraisal.

2% hours

F lipchart paper, felt pens, tripod, or masking tape

Handout 1, Personal Review Form

Handout 2, Performance Planning and Evaluation

Handout 3, Management by Objectives

Whole group discussion

Drawing 1, Round table setup
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Session 11:

Time Sequence of Activities Materials

30 mitt A. Morale Index report

30 min.

Ask participants to turn to the Morale Index
and to review the items and their responses.

t. Ask for any comments participants may
have about the questionnaire.

3, Display the tabulated results of the scores
turned in by participants at the end of the
previous session. (Prepare ahead of time on
flipchart.)

a. For each category (organization,
superior), show the range (highest and
lowest) and the average.

b. Show a group profile on the chart by
plotting the average row total for each
category.

Ask participants to note any relationships
or incongruities and to speculate on possible
causes.

Delegating and sharing work

1. Pose questions on the reading assignment, as
listed on the study guide, and lead a discus-
sion based on participants' responses.

What conclusions can be drawn about the
way they feel about authority and responsi-
bility delegated to them and the way staff
members might feel?

15 min. Coffee break

30 min. C. Personnel evaluation

Distribute and discuss the Personal Review
Form and Performance Planning and Evalua-
tion, handouts 1 and 2.

The Personal Review Form is for the staff
member to complete and share if he or she
wishes.
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This exercise may be
omitted If you do not wish
to order the Morale Index.

A3. Flipchart

G1. Handout 1, Personal
Review Form

Cl . Handout 2, Perform-
ance Planning and
Evaluation



Personnel Evaluation and Supervision

Points for Discussion

Morale Index report

The purpose of the exercise is
feelings about their lobs and the

wide an opportunity for participants to focus on their
ople with whom they work.

4. Is there a difference between the way the group feels about he organization and superiors
as opposed to their employees?

How do scores on employees and supervision compare? If employees are scored low nd
supervision high, what might that indicate? Is that a workable relationship?

Delegating and sharing work

2. Generally, staff will respond in a similar fashion to directors. Ask participants to recall how
they have felt or behaved in negative and positive situations with their superiors.'Also have
them recall examples of behavior of staff people they have supervised. Delegation as it
relates to leadership styles will be discussed further in the session on information and
decisionmaking.

Coffee break

C. Personnel evaluation

These forms are suggested as a systematic way to delegate authority and responsibility, to
evaluate performance, and to guide staff development.

2. The self-appraisal helps the staff member to prepare for the evaluation session ahead of time.
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Time Sequence of Activities

C. (continued)

142

Materials

3. The Performance Planning and Evaluation
form is for both the supervisor and the staff
member.

a. The spaces on the front are for identification
purposes.

b. The lefthand side of the inner double page is
prepared by both the director and the staff
member.

c. The first column requests key words to
describe major duties.

d. The second column requires a specific,
measurable, time-phased performance
objective related to that responsibility.

e. The third column on the lefthand side pro-
vides a space to indicate the relative
priority of each objective to use as a basis
for making choices should conflicts
arise.

f. At the bottom of the lefthand page is
space to record any changes made in the
original plan as a result of changes in
circumstances. Additional space is pro.
vided to record other activities that might
be performed but that will not necessarily
be included in the evaluation.

g. The righthand side of the double page con-
tains space for recording the results
accomplished during the evaluation period
and the level of achievement.

1 2



Points for Discussion

Personnel Evaluation and Supervision

C. (continued)

3. Both forms are offered as models to be adapted to suit the needs of each particular situation.
A new copy of each form is required for each review period. Every 6 months is a minimum
frequency for setting new goals. Interim meetings should be held to check progress and to
make adjustments as needed.

a. The data requested may be more detailed than would be necessary for halfway-house
purposes.

c. Examples of key words are individual counseling, conducting group sessions, preparing
and serving meals, maintaining house in good repair, and maintaining financial records.

d. This statement might cover an aspect of job performance that the staff person is trying
to improve, a new project being put into operation, or a special assignment requested by
the supervisor. For example, in a halfway-house, "Meals will be served within 10 minutes
of scheduled time, barring unforeseen circumstances, at least 90 percent of the time
No exceptions will be permitted on evenings when group meetings are scheduled to begin
at 730," or "Counselor will meet informally with every client on an individual basis at
least once each week, outside of regularly scheduled hours, to talk about unspecified
topics."

These statements should be based on a discussion of performance over the preceding
evaluation period and should imply that support from the supervisor in terms of revised
procedures, necessary equipment, or suggested new approaches will be provided. Both the
supervisor and the staff person should also set dates for completion of intermediate tasks
and for meetings to review progress and to make necessary adjustments.

g. Point out the various areas on the righthand page. Emphasize that the overall rating is
derived from the information recorded above.



Session 11:

Time Sequence f Activities

C. (continued)

Materials

h. The final page, headed "Counseling Sum-
mary," is self-explanatory.

i. The "Employee Development Plan" assists
the supervisor to meet the responsibility
for staff development.

D. Management by objectives

10 min. 1. Distribute handout 3. I1. Handout 3, Manage-
ment by Objectives

2. Review major points on the handout.

10 min. 3. Instruct participants to work in pairs. Using
the case study data and job description
developed in the previous session, they will
write a statement to be used as a basis for
evaluating performance on the first line of
the Performance Planning and Evaluation
form.

10 min. 4. Ask two or three pairs to share their objec-
tives for review and discussion by the entire
group.

30 min. E. Participant presentation: Use of volunteers

See the procedure outlined in session 7. Materials
in handout 2 of session 2C are used for the
presentations.
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Personnel Evaluation and Supervision

Points for Discussion

C. (continued)

h. The major purpose of this whole form is to provide an objective basis on which both
supervisor and staff member can appraise the staff member's performance. A form of
this type encourages a systematic procedure for performance evaluation and provides a
permanent employment record consistent for all staff.

i. Plans for task assignments and continuing education consistent with the staff member's
needs and interests can be recorded on this separate page. This may be shared or not with
the staff member at the supervisor's discretion.

D. Management by objectives

1. This process summarizes the procedure recorded on the evaluation form just discussed.

2. Under basic concepts, "define program objectives" refers to the overall halfway-house
objectives for the year and/or the yearly objectives for a particular program segment such as
counseling, recreation, employment, or house Improvement. The individual objectives refer
to the particular aspects of that program for which an individual staff member is responsible.
In some cases, a single staff member will be totally responsible for a program. In other
cases, the whole staff will be cooperating to achieve a program objective, with specific tasks
assigned to each one.

The objectives negotiated under item 1 of Procedure are the statements that are written on
the left inner page of the Performance Planning and Evaluation form.
The statement must contain all of the elements of an acceptable objective:

Task specific
Indicator of accomplishment measurable
Date of completion = time phased

E. Participant presentation: Use of volunteers

There are no discussion points for this section.
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Session 12: Appraisal Interview and Staff Development

GOALS TIVES: Participants will attain an Increased awareness and understanding of the elements nd Issues
associated with selected aspects of effoctive halfwayhouse administration, Including personnel
policies.

Given a description of three types of appraisal int views, participants will be able correctly
identify a dramatization of ach.

TIME REQUIRED: 3 hours

EQUIPMENT: Videotape equipment
camera

recorder/playback
monitor
microphone

Flipchart paper, felt pens, tripod, or masking tape

MATERIALS:
(Handouts and
references are found
in Participant
Workbook)

Handout I, Performance Review Guidelines

Handout 2, The Management of Human Resources

PRIMARY METHODS: Roleplaying, whole group discussion

MEETING
ARRANGEMENTS: Drawing 1, Round table setup

1: 6
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Session 12:

Time Sequence of Activities

A. Participant presentation: Appraisal
interviews

1. See the general procedure as outlined in
session 7. Materials in handout 2 of
session 2C are used for the presentations.

10 min. 2. Participants making the presentation describe
the three types of interviews by name and
characteristics. This may be done orally,
with major points on a handout distributed
to participants, or on a flipchart.

30 min. 3. Then each interview is acted out in turn and
recorded on videotape, with no comment in
between.

60 min. 4. Ask participants to indicate the type of
interview presented first and to state the
reasons for the choice.

5. Play the taped interview, stopping the tape
and/or replaying the portions that illustrate
significant characteristics.

6. Repeat for each interview with discussion
from the presenters and participants.

15 min. Coffee break

B. Staff development
30 min. 1. Discuss reading assignment, Developing

Personnel, using the questions in the study
guide.

2. Cover the points listed opposite.
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Materials

A2. Flipchart



Appraisal Interview and Sta

Points for Discussion

A. participant pre n o Appraisal interview

Development

6. Presenters should comment particularly on the way both felt during each interview, whether
they think they accomplished the purpose, and what behavior they expected from the staff
member as a result.

Coffee break

B. Staff development

2. Consider the questions on p. 2 of the article. All of the answers are contained in the article.
Ask participants to comment on any that they had difficulty translating into halfway-house
terms,

Size is not a consideration for the halfway-house in determining the value of staff develop_ -
ment. Ask for some of the considerations that are peculiar to the halfway-house.
Points to consider:

Even if the size of a program remains constant, developments in accreditation and certifi-
cation are emphasizing the need for accountability, continuity, maturity, and leadership.
Also, the growth of knowledge in the field requires continuing education to keep abreast
and to maintain the quality of care.

Ask what factors in your program's operation may pose some difficulties in implementing
systematic staff development i.e., small staff, small budget).
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Time Sequence of Activities Materials

B. (continued)

15 min. 3. Brainstorm with the group ways that staff B3. Flipchart
development might be implemented in the
halfway-house in view of the difficulties
already discussed. Record suggestions on a
flipchart.

15 min. G. Review of personnel issues

1. Distribute handouts 1 and 2 and review
briefly.
a. Performance Review Guidelines su

marines the points necessary to use the
"management by objectives" approach dis-
cussed in the previous session and the
"problem-solving" interview demonstrated
at the beginning of this session.

b. Management of Human Resources is a Cl b. Handout 2, Manage-
discussion of all the factors to be considered ment of Human
in a complete personnel program for staff Resources
members.

Cl a. Handout 1, Perform-
ance Review Guidelines



Appraisal Interview and Staff Development

Points for Discussion

continued)

Review of personnel issues

lb. Not all recommendations are appropriate for every organization, but they do provide a
standard toward which to work.



,session-1 Information Gathering and -Decisiohmaking

ECTIVES: Participants will attain an increased awareness of the importance of the ability to make
appropriate decisions and the necessity of using adequate information gathering procedures on
which to base decisions.

Participants will b.. able to:

1. Name and describe three major leadership styles

2. Name two basic kinds of information needed to run a halfway-house program and one
specific source for each kind of information

3. Name three ingredients of effective decisionmaking by a halfway-house director.

TIME REQUIRED:.

EQUIPMENT:

MATERIALS:
Handouts and
ferences are found

in Participant
Workbook)

3 hours

Flipchart paper, felt pens, tripod, or masking tape

Handout 1, Kidney Machine Group Decisionmaking Exercise

Handout 2, Kidney Machine Psychological Reports Sheet

Handout 3, Improving the Decisionmaking Process

Handout 4, Useful Guidelines for Decisionmaking

Reference 1, Leadership Styles

Reference 2, Forces that Affect Leadership Style

PRIMARY METHODS: Lecture, discussion, small group work

MEETING
ARRANGEMENTS: Drawing 1, Round table setup in one room, drawing 4, Workshop setup in second room
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Session- 13.

Time Sequence cf Activities Materials

10 min. A. Introduction
1. Place session in context of previous sessions.

2. Review the day's activities.

45 min. B. Value of information and information gathering
procedures

1. Start with a discussion of how we are B1 Flip_charts
deluged with vast amounts of information
and of each person's information filtering
system.

Try to determine and to reveal to participants
their conscious and unconscious ways of
gathering information and the reasons they
gather it Record ideas on flipchart paper
throughout for review at end of this
discussion.

Begin to focus discussion 'on relevant issues,
using the following questions:

a. When a prospective client enters your
house, what type of information do you
collect? Why? What do you use this
information for? What could you use it
for?

b. We all work in communities. Do you gather
information on your community? Why?
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c. If you were going to try to start another
program in a different community, what
information would you look for? Why?
How would you use this information?
What sources would you use?

142



Information Gathering and Decisionmaking

Points for Discussion

A. In roduction
1. Previous sessions have dealt with topics such as managing a changing organization, planning,

board and director relationships, and financial and personnel issues. There are two elements
critical to all of these areas: adequate and relevant information collection, and active,
ongoing decisionmaking. Today we will explore these issues, which are vital to program
survival.

This morning we will discuss information gathering processes and explore some of the
reasons information gathering is critical.

We will men move into the area of decisionmaking and the relevance of adequate informa-
tion to decisionmaking. During this time, we will participate in an exercise to illustrate some
of the major points.

The way in which we make decisions often indicates the type of leadership style we prefer.
We will also explore this issue and the implications it has for your role as a halfway-house
director.

Value of information and information gathering procedures

We as individuals are constantly deluged with vast quantities of information. Some is stored
for later use, but the majority is filtered out and discarded. This enables us to proceed with
our functions without what we call "information, overload." We all have a system for gather-
ing, filtering, and storing information we consider relevant. Some of this is,clone consciously,
but in most instances it is an unconscious reaction to the amount of information we receive.

2a. When client information is gathered at intake, it is primarily to ensure a match between the
resources of the program and client needs. Such information can help you determine what
changes are necessary to meet the needs of the majority of the clients in your community.

Programs should always assess the needs of the communities they serve, whether they are
established programs or just beginning. If you are meeting the needs of your communities,
their commitment and support are better assured.

An important consideration when starting a new program is that communities have anxieties
about changing the status of their neighborhoods by opening such a program. You will want
to determine the specific reasons for their anxieties and to develop plans to help alleviate
these anxieties.
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Session 13:

Time Sequence of Activities

B. (continued)

Materials

3a. Based on the points written on the flipchart,
have participants give some general reasons
why they gather information.

b. Give participants some ideas about infor-
mation sources which may be available
to them.

15 min. Coffee break

1 hr. C. Kidney machine group decisionmaking exercise

1. Explain differences which occur when suffi-
cient information on which to base a
decision is available and when it is not.
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2. Explain the goals of the exercise:

a. To explore choices involving values

b. To study problem-solving procedures in
groups

c. To examine the impact of individuals'
values and attitudes on group decision-
making.

4



Information Gathering and Decisionmaking

ints for Discussion

(continued)

3a. Some reasons for gathering information are the following.
To gather information that is absolutely necessary for a goal or purpose you have in mind
To reduce variables to that a plan of action can be accomplished
To develop plans and so make realistic decisions (to make best possible judgments)
To determine future requirements for changes

To identify allies and a constituency

To meet the needs of clients, the community, and the program.
Many resources for gathering information are available, but you have to know what infor-
mation you want and how you can best use it. Your intent must be made clear to the out-
side resources you use. Some follow:

College students, professors, and universities may have data bases concerning the local
community. They can canvass and survey the area to gather necessary information. They
can compile and analyze inhouse information to determine trends. They can develop
research projects to help determine needs and focus.

Local planning departments often have good information on the surrounding community,
population, and services available.

Census departments.

Social welfare and family planning groups.
`Coffee break

C. Kidney machine group decisionmaking exercise

1. Generally, when we have a problem or indicator of a problem, or a goal or task to be acorn-
plished, we try to generate as much relevant information as possible to make realistic
decisions. If many or all the facts are available, this is a relatively easy process. But what
happens if there is a lack of specific factual information on which to base decisions?
The following exercise will help to provide some of the answers to this question as it occurs
in a group setting and will also help to raise additional questions.
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Session 1$

Time Sequence of Activities

158

C. (continued)

3. The facilitator forms three small groups
and distributes copies of the Kidney Machine
Description Sheet and the Kidney Machine
Biographical Sheet to the participants and
allows them a short time to read through the
materials. To heighten the realism of the
task, the facilitator may mention that there
really Is a Swedish Hospital in Seattle with
a kidney machine, and that there really are
groups of people at that hospital who
meet to screen candidates for the machine.

4. Distribute Kidney Machine Psychological
Reports Sheet after participants have
worked on the problem for 15 minutes.

5. The groups are given approximately 30 minutes
to arrive at a solution. The facilitator may
ask them to specify the criteria they followed
in reaching their solution.

6. When the time is up, the facilitator instructs
the groups to evaluate their work in terms of
the following:
a. Who their choice was and why.

b. Whether their task would have been easier
had they had more information about each
candidate.

c. What effect(s) the psychological data had on
their decision.

d. T_ o what extent they were motivated to
avoid making a decision, perhaps by picking
a candidate through flipping a coin,
drawing straws, or otherwise leaving the
matter to chance.

e. To what extent the groups favored novel or
unusual solutions, such as proposing that
all candidates be attached to the machine for
one-fifth of the time, or proposing that all
candidates be allowed to die.

Materials

C3. Handout 1, First two
sheets of Kidney
Machine Group
Decisionmaking
Exercise

C4. Handout 2, Kidney
Machine Psychological
Reports Sheet



Info- a ion Gathering and Decisionmaking

Points for Discussion

continued)
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Session 13

Time Sequence of Activities Materiels

C. (continued)

f. To what extent they tried to "objectify" an
essentially subjective judgment by working
out "formulas" or "point systems" for
rating the candidates numericAlly, and
whether this was effective.

7. The facilitator may wish to point out that
the candidates are actually stereotypes of
certain groups of people (e.g., the hard-
working scientist, the career woman, the
student radical). He may then ask partici-
pants to evaluate the decision they would
have made with different stereotypes (e.g., if
Bill were a black militant).

Discuss the dichotomy between decisions
based upon valid information and decisions
based upon a subjective concept of truth.

25 min. a. Analyzing and improving the decisionmaking
process

1. Pass out handout 3 and lead discussion of
the decisionmaking process.

Consider the decisionmaking process in
terms of every individual in the organiza-
tion.
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2. Explain how leadership style influences
decisionmaking style, using reference 1.
Illustrations may be written on flipchart.

Identify forces which affect leadership
style, using reference 2.

Ask participants to name circumstances in
which various leadership styles are
appropriate.
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D1 Handout 3, Improving
the Decisionmaking
Process

02. Reference 1, Leader-
ship Styles

03. Reference 2, Forces
that Affect Leadership
Style



Information Gathering and Decisionmaking

Points for Discussion

(continued)

In all decisions, whether enough factual information is available or not, our values and per-
ceptions influence the decisions we make. Given the same information, different people
arrive at diverse solutions or decisions. The primary reason for this is the differing personal
viewpoints we bring to a given situation.

Most of the decisions we make are based on the truth of the situation as we see it. The
problem is that different people have different "truths," which do not always agree. There
is an equation which brings some of these factors to light:

Truth men 4- error

In a practical sense, information gathering is truth-seeking; it provides a basis to determine
whether our assumptions are correct and a way to define our truths.

We need to examine our present "truths," search out information by which to evaluate
them, and make revisions as the facts indicate. We have to be information specialists in order
to arrive at the truths or the decisions upon which effective functioning is based.

Analyzing and improving the decisionmaking process

Decisionmaking is,the process by which individuals or groups, using the information avail-
able to them, attempt to adjust their ideas and actions to a variety of personal and situa-
tional factors. These factors may involve personal or organizational issues.

Consciously or unconsciously, a decision usually answers three basic questions: (1) Why is a
decision necessary? (2) What do I intend to accomplish when I makea decision? and (3) How
will I go about implementing it?

You as the director are responsible for the primary decisions that affect the operation of the
program, but the implementation of your decisions is affected by decisions and actions
made by your staff members. It is very important to realize that the decisions of even the
maintenance man at times affect your decisions. The decisions and actions of your staff
taken together determine the nature of your program and the services it provides.
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Session 13

Time Sequence of Activities

20 min. E. Staff decisionmaking

1. Explore the issue of delegation of
responsibility.

Pass out handout 4 and review guide-
lines with the group.

10 min. Summary

Cover the following major points in your
summary:

1. Value of information

2. Relationship between information and
decisionmaking

3. Analyzing and improving the decision-
making process
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Materials

E2. Handout 4, Useful
Guidelines for
Decisionmaking



Points for Discussion

Information Gathering and Decision/flaking

E. Staff decisicsnmaking

1 . On the graph of leadership styles, we encounter the word delegation. We all assume that
deiegat ion is a prime function of a director. The question is, delegation of what? Many of
us wouldsay the delegation of responsibility, but what is delegation of responsibility without
a concomitant delegation of authority to act and to make decisions necessary to fulfill that
responsibility?

Many directors may feel that their staff Is not ready to assume authority to make Important
decisions, If this is the case, Is It the director's responsibility to prepare the staff to make
decisions? As mentioned before, staff members are constantly making decisions. Staff
training In this area may be to the director's advantage.

Effective delegation can be accomplished with these conditions:

The staff has a clear understanding of program goals and needs.

it ha.s an appreciation of the ways in which the program functions.
It sees the program in relationship to other organizations.

Each staff member has sufficient mastery of the tools of the trade so that others have
confidence In him/her and he/she has self-confidence.

Each staff member has a feeling of responsibility for what takes place and to all those
involvedstaff and clients.

Once the necessary training in these areas has occurred, the staffwill be in a better position
to accept responsibility and the authority that goes along with It This will free you to make
the most farreaching 20 percent of the decisions and actions upon which program.survival
depends,including planning. You will have a program that 'sable to function in your absence.

F. Summary

Adequate and relevant information is essential to making good decisions. Its importance
cannot be overemphasized, whether for planning, making action decisions, or examining
assumptions we have always believed to be fact. We must remember not to gather informa-
tion for its own sake but to have a purpose or use for it and to try to determine the type
of data needed. Information is one of the best tools we have available to us. We have to
become information specialists and to learn how to gather, share, and use it to our advantage.

Decisions are never made in a total vacuum. There are many forces that influence the deci-
sions we make, such as our values and perceptions, the people or groups with whom we
work, and the situations surrounding the decisions to be made. We have to realize that
decisions emanate from everyone and influence the nature of our programs and the services
the programs provide. This knowledge can be molded to constructive purposes or can hinder
effective operation-
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Se sion 13.

lime Sequence of Activities

(continued)

4, Delegating authority and respon iblllty



Information --ether-Mg and D_--cisioninaking

r Disc In

F. (continued)

4. Along the same lines, we have to learn to delegate both authority and responsibility and to
help staff members to grow and mature. This helps satisfy their needs and will eventually
work to satisfy the organization's needs. It will also free the director to do the planning
necessary to assure a dynamic organization that cars make the changes necessary to survive.
Improving the decisionmaking skills of the staff is of utmost Importance,
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Session 14:
Work on Individual Plans and

Participant Presentation

GCAL5/08,IECTIVES:

TIME REQUIRED:

MATERIALS:
(Handouts and
references are found
In Participant

Workbook)

cipants will sufticien tly refine and improve existing planning and analysis skills to identify
A specific problem, or a need for change, and will develop a plan for meeting the problem or
need.

Using Information and materials from previous sessions, participants will be able to develop a
plan to alleviate a selected problem. The plan should specify goals, needs, and objectives and
should give at least two possible actions for solution of the problem.

2-3/4 hours

Handout 1, The Planning Process (from session 4)

Handout 2, Planning and Presentation Critique Form

PRIMARY METHODS: individual

MEETING
ARRANGE ENTS:

-ork

Drawing 2, Classroom setup
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Ses ion 14:

Time

45

2 hrs.

168

Sequence of Activities Materials

Participant presentations

1. For the presentation on Ideas for Followup
Programs, use the procedure as outlined in
session 7 and the materials outlined in
session 2C.

Description of task

1. Review the Halfwayouse Assessment
Worksheet and material learned during the
training program.

2. Discuss the task to be accomplished.
(Refer participants to session 4, steps in
The Planning Process; have extra copies.)

Distribute and explain the use of the
Planning and Presentation Critique Form.

Have the group begin the task with each
person working individually.

S. After the task is completed, gather all
presentations and have them duplicated for
the facilitator's review during the evening.
These can be returned either before
participants leave or first thing the next
morning.

B2. Handout 1, The
Planning Process

B3. Handout 2, Planning
and Presentation Cri-
tique Form



Work on Individual Plans and. Participant Presentation

Points for Discussion

A. Participant presentations

There are no discussion points for this section

Description of task

1. During the course of the program, we have tried to impart content information and skills to
help you in your functions as a manager. These have included information about boards of
directors, funding sources, budget preparation, personnel issues, and group process and
planning skills.

Much of this information has been given in hypothetical form. We now are giving you time
to apply this information to a problem you have selected related to the operation of your
halfway house.

The Halfway-House Assessment Worksheet was the primary tool used for selection of your
program area You have had time to determine a specific problem, and you will now have
time to work on it without interruption.

2. Today we hope you will be able to complete the first phase of this task: developing a plan
centering on a problem relevant to your needs. Use the steps of the planning process as
explained in session 4 to guide your thinking.

The Planning and Presentation Critique Form is being distributed for your use in developing
your plan. It is necessary only to complete the first five numbered items. These are the
items on which you will be reviewed and critiqued by your peers in a later session. The
numbers represent the rating that will be given with "1" representing a low score in the
particular area and "5" representing the highest score.

4. Using the handouts, start developing a plan aimed at dealing with your identified problem.

1 56
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Session 15:
Presentation of Individual

Plans: Associations

GOALS/OBJECTIVES: Participants will sufficiently refine and Improve existing planning and analysis skills to Identify
a specific problem, or a need for change, and develop a plan for meeting the problem or need.

Participants will be able to use the Planning and Presentation Critique loon and the Score
Sheet to review the plans of each individual member of their group and rate the elements of
the plans on a scale of "1" to "5,"

TIME REQUIRED: 3 hours

EQUIPMENT: riipch art paper, felt pens, tripod, or masking tape

MATERIALS: Handout 1, Planning and Presentation Score Sheet
(Handouts and (Duplicate sufficient copies for participants.)
references are found
In Participant
Workbook)

PRIMARY METHODS: Small group work, individual presentations, discussion

MEETING
ARRANGEMENTS: Drawing 5, Theater setup
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Session 15:

Time Sequence of Activities

30 min. A. Participant presentations

For presentations on associations, follow ti
procedure as outlined in session 7 and materials
in session 2C.

5 min. B. introduction

Relate work to previous session and explain the
overall procedure.

11/7. hrs. C Small group review and critique

1. Divide participants into groups used
throughout training program.

Matari

2. Distribute to each participant enough score C2. Handout 1, Planning
sheets to critique the plan of every person and Presentation Score
in the group, Sheets

Have participants exchange plans and start
to critique them.

4. After all plans have been critiqued in the
small groups by each person, total the
ratings and determine the individual plan
which seems to be the best in the group. The
author will have 15 minutes during coffee
break to plan the presentation to the entire
group.

15 min. Coffee break

45 olio. D. Large group review and critique

1. The first group's presenter goes to front of
room and presents the plan. The facilitator
has the person's plan in hand and can assist
as appropriate.

2. After the presentation, the facilitator and
the group offer their comments on the plan's
strong and weak points. Emphasize the
process used, not necessarily dwelling on
content (i.e., was it a specific objective,
clear, realistic, measurable?).
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D. Plipcharts or other
equipment participants
feel is necessary,



Presentation of Individual Plans: Associations

Points for Discussion

Participant presentations

There are no discussion points for this section.

Introduction

Yesterday you worked on your individual plans. Today we are going to review and critique those
plans, offering suggestions for Improvement and pointing out areas of strength.

First we are going to critique the plans in small groups. When this is completed, participants will
select what they think is the best plan from their group. The person who has produced this plan
will then be given the opportunity to present it to the whole group.

C. Small group review and critique

There are no discussion points for this section.

Coffee break

D. Large group review and critique

There are no discussion points for this section.
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ion 15

Time Sequence of Activities Materials
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(continued)

3. Each participant has approximately 5 to
10 minutes to present his plan and 10 to
15 minutes for feedback from the group.

4. The process is repeated until all selected
group plans have been presented.

E. Summary

The facilitator thanks presenters and reviews the
steps of the planning process as they have been
covered:

1. Agreement on goals

2. Gathering information
3. Involving others
4. Diagnosing needs, setting objectives
5. Choosing alternatives.

1 6o



Presentation of individual Plans: Associations

Points for Discussion

D. (continued)

E. Summary

There are no discussion points for this section.
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Session 16: Closing Activities

GOALS/OBJECTIVES:

TIME REQUIRED:

EQUIPMENT:

MATERIALS:

A summary of the course viii'- be given. Participants will take part in the final evaluation
activities and receive certificates of attendance,

45 minutes (Allow 301Q 45 minutes more if evaluation forms are used,)

rarticii rilates

Reference 1, n Goals (from session 1)

Referenc. 2, t'rogrr

PRIMARY METHODS: Group discussion

MEETING
ARRANGE EN15:

Schedule (from session 1)

Drawing 5, Theater seta?
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Session 16:

Time Sequence of Activities Materials

30 min. A Summary
1, Using the program goals and the schedule of

activities from the sessions covered, review
the events of the training program session by
session.

15 min. B. Award of certificates

1. Introduce the person selected to present
certificates.

2, The presenter may make a few remarks
appropr late.

Presenter may read name of each partici-
pant, ask the person to come forward to
accept the certificate, and shake hands.
(Award certificates alphabetically.)

4. Facilitators thank and congratulate
participants and wish them good luck and
farewell.

17.
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A1. Reference 1, Program
Goals
Reference 2, Program
Schedule



Closing Activities

Points for Discussion

A, Summary

Highlight the purpose and outcomes af each session as they relate to previous and following
sessions.

179
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Code: 4521)

Reference 2, NASA Exercise
Answer Sheet

RATIONALE: CORRECT NUMBER:

No oxygen Box of matches

Can live for sense tirt,e without food 4 Food concentrate

6 50 feet of nylon rope

8 Parachute silk

13 Portable heating unit

11 Two 45 calibre pistols

Needs water to work 12_ One case dehydrated Pet Milk

1 Two 100-lb tanks of oxygen

Stellar reap (of moon's constellation)

9 LiferaftSome value for shelter carrying

Moon's magnetic field is different from earth's 14_ Magnetic compass

You can't live long without this 5 gallons of water

No oxygen Signal flares

First-aid kit might be needed, but needles are useless 3_ First-aid kit containing injection needles

Communication Solar- powered FM receiver-transmitter

For travel over rough terrain

Carrying

Lighted side of moon is hot

Some use for propulsion

No air on moon

Needed for navigation

Special permission fQr reproduction of the above material Is
national, All rights reserved.
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nted by the author, Jay Hall, Rh,d, and publisher, Teleome c nter=



e erence 1, Prisoners' Dilemma

Goals

I. To explore the trust between group members
and the effects of trust betrayal

II. To demonstrate the effects of interpersonal
competition

III. To explain the merit of a collaborative
posture in Imre and intergroup relations

Group size

Two teams of no more than eight members each.

Tine required

Approximately 1 hour. Smaller teams k less
time.

!Materials utilized

Prisoners' Dilemma Tally Sheets.

Physical setting

There should be enough space for the two teams
to meet separately without interrupting or dis-
rupting each other. In the center of the room, two
chairs for team representatives are placed facing
each other.

Process

The facilitator explains that the group is
going to experience a simulation of an old
technique used in interrogating prisoners.
(lie carefully avoids discussing the objectives
of the exercise.) The questioner separates

Reprinted by permission from "Prit,-,iters' Dilemma: An Inter-
group Competition," J. William Pfeiffer and John E. Jones (eds.),
A 'Handbook at Structured Expettences far Human t;elatlans
Tmlning, Vol. Ill (Rev.). La Jolla, Ca.: University Associates,

.1914, pp. 51-56.

Code: M520

prisoners suspected of working together and
tells one that the other has confessed and
that If they both confess they will get off
easier. The prisoners' dilemma Is that they
may confess when they should not and that
they may fail to confess when they really
should.

II. Two teams are named, formed, and seated
separately. They are instructed not to
communicate with the other team in any
wayverbally or nonverballyexcept when
told to do so by the facilitator.

Prisoners' Dile'mma Tally Sheets are distri-
buted to all participants. The facilitator ex-
plains that there will be 10 rounds of choice,
with the Red Team choosing A or B and the
Blue Team choosing either X or Y.

AX Both teams win 3 points.
AY Red team loses 6 points, Blue

team wins 6 points.
BX Red team wins 6 points, Blue

team loses 6 points.
BY Both teams lose 3 points.

IV. Round 1 is begun, with teams having 3
minutes in each round to make a decision.
The facilitator instructs them not to write
down their decision until he signals to do so,
to make sure that teams do not make hasty
decisions.

V. The choices of the two teams are announced
for round 1, and the scoring for that round
is agreed upon. Rounds 2 and 3 proceed the
same way,

VI. Round 4 is announced as a special round,
with the points payoff doubled. Teams we
instructed to send one representative to the
center to talk before round 4. After 3
minutes of consultation with each other,
they return to their teams, and round 4
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Code: MS2D

Reference Continued

begins. The number of points for he out-
come of this round is doubled.

VII. Rounds 5 through 8 proceed as in the first
three rounds.

VIII. Round 9 is announced as a special round,
with the points payoff squared. Representa-
tives meet for 3 minutes, and then the teams
meet for 5 minutes. At the facilitator's
signal, they mark down their choices, and
then the two choices are announced. The
number of points awarded to the two teams
for this round is squared.

184

IX. Round 10 is handfed ex-, ;'r as round 9.
Payoff points are squared.

X. The entire group irs.:ets process the experi-
ence. The point total for each team is

announced, and the sum of the tWODIACOMCS

is calculated and compared to the max imum
positive outcome (126 points). The facilitator
may wish to lead a discussion on the effects
of high and low trust on interpersonal rela-
tions, on win-lose situations, on zero -urn
games, and on the relative mt-rits of colla-
boration versu3 competition.



Reference 2, On -the -Job
Implications of Prisoners' Dilemma

Competition Versus Collaboration

Alcoholism agencies can be characterized as "prisoners"
in a system that refuses to allocate the necessary re-

sources td aou re their survival. Available funds must be
shared by alcoholism facilities and other health care

programs_ There aren't enough funds to go around, and
competition often develops among programs.

A good example of this kind of competitive situation
occurs in a community in which there are both well-run
and poorly run aicoholign programs. The well-run pro-
grams may show up the poorly run programs. Hostilities
between the programs develop, and communication is
cut off.

OA better alternative would be collaboration and coopera-
ion, a sharing of resources and knowledge that would

help bring the poorly run programs up to reasonable
standards. In the long run, all programs would benefit:
the better the programs are in general, the more support
they will get from the public.

Trust

Many program managers characterize themselves as

"hustlers." Hustling is fine in many situations. However,
"hustling" and "conning" do have their drawbacks. One
important drawback is that they usually destroy trust
between people or groups.

if a person or organization on the receiving end becomes
aware of the "con," they are likely to break off a relation-
ship entirely or try to "hustle" the "hustler" in return.
In other words, an atmosphere of trust has to be developed
if any meaningful, continuing relationship is to develop.

Code: M520

An example you may be familiar with is that of the
counselor and client. If an atmosphere of trust is de-
veloped, and each person is open and honest with the
other, both people will benefit from the relationship: the
counselor will receive satisfaction and will want to
continue the relationship, and the client will continue to
gain strength and confidence. If one of the two is dis-
honest with the other, a very destructive relationship
may develop, or the relationship may end entirely, with
the client not being helped and/or the counselor refusing
to work with the client. In such a situation, one might
feel he has the upper hand for a while, but usually the
other person becomes wise to it, and both may lose. The
same rules apply if you are working with funding agencies,
service providers, or in ternal staff.

Selecting objectives and strategies

In the Prisoners' Dilemma game, as well as in the game
of life, there may be less of an immediate reward when
teams or people cooperate. Over a period of time, though,
there are more effective gains. Results we desire most of
all may take a longer period of time to accomplish.

People in the alcoholism C J need to start planning for
long-term results. We are in a time when our existence is
constantly being threatened, either by lack of funds or
by competition from other service agencies. Furthermore,
the alcoholism field is changing quickly, and we have to
be ready to adapt in order to survive. One of the best
means for this survival is sufficient long-range planning,
i.e., being able to forecast changes and planning to meet
them. The Prisoners' Dilemma game illustrates the need
for the selection of appropriate goals in order to develop
effective strategies: this is the essence of good planning.



Code: MS5

Handout 4a
Instructions for Role Players

1. Participants should not look at each other's roles.

Each person should read his part carefully and
play the role conscientiously.

Put yourself in the role that you are given.

4. Participants should not overact.

5. Be natural, but emphasize behavior aimed at ful-
filling your role.

Adapted and reprinted by permission from "Committee Meeting:
Demonstrating Hidden Agendas," J. William Pfeiffer and John E.
Jones (eds.), A Handbook of Structured Experiences for Wonsan
Relations Training, Volume I (rev.). La Jolla, Ca.: University
Associates, 1974, pp. 36-44,
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6. Just before the session begins, introduce yourself
to the whole group by the name of the role you
are playing. Other role players will do the same.

Role Description

You are Reverend Man/in Turner, president of the board
of directors and director of the Blairville Council of.

Churches. You were a member of the founding board
and want to preserve the status quo. You also like your
position as presiding officer.



Handout 4b
Instructions for Role Players

1. Participants should not look at each other's roles.

Each person should read his part carefully and
play the role conscientiously.

3. Put yourself in the role that you are given.

4. Participants should not overact.

5. Be natural, but emphasize behavior aimed at ful-
filling your role.

Adapted and reprinted by permission Iron "Committee Meeting:
Demonstrating Hidden Agendas," 1. William Pfeiffer and John E.
Jones (eds.). A Handbook of Structured Experiences for Human
Relations Training, Volume I (rev.). La Jolla, Ca.: University
Associates, 1974, pp. 36-44.

Code: M55

Just before the session begins, introduce yourself
to the whole group by the name of the role you
are playing. Other role players will do the same.

Role Description

You are Louis Haber, vice president of the board, a

lawyer, and an influential lay leader in the Blairville
Methodist Church. It is your view that "God helps those
who help themselves," and therefore you are lukewarm
to the idea of seeking outside help for money. Also you
think that the director, jack Simon, should bear the
major responsibility for solving financial-problems.
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Handout 4d
Instructions for Role Players

1. Participants should not look at each other's roles.

2. Each person should read his part carefully and
play the role conscientiously.

3. Put yourself in the role that you are given.

4. Participants should not overact.

5. Be natural, but emphasize behavior aimed at ful-
filling your role.

Adapted and reprinted by permission from "Committee Meeting:
Demonstrating Hidden Agendas," J. William Pfeiffer and John E.
Jones (eds.), A Handbook of Structured Experiences for Human
Relations Training, Volume I (rev.). La Jolla, Ca.: University
Associates, 1974, pp. 36-44.

Code: MSS

6. Just before the session begins, introduce yourself
to the whole group by the name of the role you
are playing. Other role players will do the same.

Role Description

You are Roberta Stevens, treasurer of the board and vice
president of the Blairville Savings & Trust. You have
recently joined the executive board and do not know
too much about alcohol problems, but you are extremely
interested and have good management ideas. Also, your
experience in business has taught you the value of
systematic planning.



Handout 4c
Instructions for Role Players

Participants should not look at each other's roles.

Each person should read his part carefully and
play the role conscientiously.

3. Put yourself in the role that you are given.

4. Participants should not overact.

Be natural, but emphasize behavior aimed at ful-
filling your role.

Adapted and reprinted by permission from "Committee Meeting:
Demonstrating Hidden Agenda," 1, William Pfeiffer and John E.
lones.(eds.),.A Handbook of Structured Experiences for Human
RehitIons Training, Volume 1 (rev.). La Jolla, Ca.: University
Associates, 1974, pp. 36-44.

6. Just before the session begins, introduce yourself
to the whole group by the name of the role you
are playing. Other role players will do the same.

Role Description

You are John J. O'Hara, S.J., secretary of the board and
associate pastor of St. Ignatius Church. You are an ex-
perienced administrator, as well as an activist and a strong
believer in mobilizing the community to meet a crisis.
Moreover, it is your opinion that you would be more
effective as board president than Reverend Turner.
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Handout 4e
Instructions for Role Players

1. Participants should not look at each other's roles.

Each person should read his part carefully and
play the role conscientiously.

3. Put yourself in the role that you are given.

4. Participants should not overact.

5. Be natural, but emphasize behavior aimed at ful-
filling your role.

Adapted and reprinted by permission from "Committee Meeting:
Demonstrating Hidden Agendas," J. William Pfeiffer and John E.
Jones (eds.), A Handbook of Structured Experiences for Human
Rehatloris Training, Volume I (rev.). La Jolla, Ca.: University
Associates, 1974, pp. 36-44.
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Just before the session begins, introduce yourself
to the whole group by the name of the role you
are playing. Other role players will do the same.

Role Description

You are Geraldine Stone, chairman of the personnel
committee and director of Christian education of the
Blair ille Presbyterian Church. You were a member of
the founding board. Your solution to the current fund-
ing problem is to organize a volunteer committee to
make the repairs and to do the redecorating. Generally
you follow the lead of the board president, Reverend
Turner.



Handout 4f
Instructions for Role Players

Participants should not look at each other's roles.

Each person should read his part carefully and
play the role conscientiously.

Put yourself In the role that you are given.

4. Participants should not overact.

S. Be natural, but emphasize behavior aimed at ful-
filling your role.

Adapted and reprinted by permission from "Committee Meeting:
Demonstrating Hidden Agendas," J. William Pfeiffer and John E.
Jones (eds.), A Handbook of Structured Experiences for Human
Relations Training, Volume I (rev,). La Jolla, Ca.: University
AsSoclates, 1974, pp. 36-44.

Code: MSS

Just before the session begins, introduce yourself
to the whole group by the name of the role you
are playing. Other role players will do the same.

Role Description

You are Jack Simon, board member and director of Path-
way Residence. You assumed that position 2 years ago,
and through hard work and ingenuity have made sub-
stantial improvements in the program. You see this
planning effort as the first step toward getting the board
to do some long-range planning to meet future needs
such as salary increases for staff, improvements to meet
accreditation standards, and so on.

175
191



Purchase Information
for Resource Materials

These materials are used as part of the learning activities
in various sessions of the training program. Depending
upon the sessions used and the needs of the participants,
facilitators and sponsoring agencies will determine
whether or not to order additional copies for participants.
All other handouts are provided in the Participant
WorkboOk.

Administrator Plus (session 1)

Association of Halfway-House Programs North
America, Inc.
786 E. 7th Street
St. Paul, Minn. 55106

$0.50 each

Leadership Resources Management Library (Reading
assignment!, in preparation for sessions 2A, 3, 6A, 10,
and 11)

Leadership Resources Inc.
1 First Virginia Plaza
6400 Arlington Boulevard
Falls Church, Va. 22044

$10.50 each for 1-9 copies; $9.00 each for 10-99 copies;
$8.00 each for 100-349 copies; $7.50 each for 350 or
more copies.

Group Effectiveness (session 2D)
Planning for Change (session 4)

Leadership Resources Inc.
1 First Virginia Plaza
6400 Arlington Boulevard
Falls Church, Va. 22044

$1.50 each for 1-9 copies; $1.25 each for 10-99 copies;
MOO each for 100-349 copies; $0.85 each for 350 or
more copies.

Morale index for Supervisors (sessions 10 and 11)

Leadership Resources Inc.
1 First Virginia Plaza
6400 Arlington Boulev,
Falls Church, Va. 22r

If Participant t9,-.,sion 2C) are included,
one copy of each of du, iolbwing titles should be ordered
from the Association of Halfway-House Programs see'

above):

Continuum of Care, $0.20 each; Elynamics of a Halfway-
House, $0.20 each; Code of Ethics, no charge; So You
Want to Start a Halfway-House, $0.20 each.



Bibliographic Reference

An annotated bibliography on virtually every aspect of Drucker, The Man Who Invented the Corporate cicty,
management can be found in: by John J. Tarrant, Warner BoOks, 1976 ($2.50).
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Assessment Forms
and Tabulation 'Sheets

A Note To The Trainer Regarding
Needs Assessment

The target audience for whom this training program was
designed is described in section I of this manual. On the
following pages are forms to help determine more pre-
cisely the needs and interests of the target audience as a
basis for planning a minicourse or some other modifica-
tion of the total course.

Two sets of forms are provided: one for selecting a
minicourse and one for selecting individual sessions. Each
set consists of two parts: an assessment form to send to
prospective participants, and worksheets for tabulating
their responses.

The assessment form should be sent to prospective parti-
cipants along with a cover letter announcing the course

dates, location, and other descriptive information, as
well as instructions for completing and returning the
form.

The tabulation of responses can be accomplished by using
the appropriate worksheets. Step-by-step instructions are
included for determining the minicourse or session most
participants are interested in.

The assessmen t forms and tabulation worksheets provided
are:

Minicourse Assessment Form
Tabulation of Minicourse Assessment Forms
Session Assessment Form
Tabulation of Session Assessment Forms

Please note that these forms are provided only as models
and may be adapted by the trainer to fit a particular
situation.



Minicourse Assessment Form
(for 1 to 2 days of training)

The training program you are invited to apply to attend
will last: (to be checked by trainer)

1/2 day

1 day

2 days

* * + * * * * * * * * * * * * * * 0A * *

In the space provided below, rank the following mini-
course topics in the order that represents your strongest
training needs. (1 = strongest; 5 = weakest)

(A) Facing the Future Togetherhow to work
effectively with staff to meet the current
challenges of alcoholism programming. (1
day)

(B) Specific Objectives for Basic Management
Functionshow to set specific measurable
objectives for high priority work. (1 day)

(C) Planning, Relations, and Problem-Solving 5

how planning principles and relational skills
arc combined to resolve problems. (11/2 days) 6.

2.

(0) Raising, Maximizing, and Accounting for
Agency Fundshow to raise money, make
the most of what's on hand, and compare
"actuals" to "projecteds." (5-7 hours)

(E) Organizing Work and Making Decisionshow
to organize work, divide labor, and make
effective decisions. (1 day)

Supervision and Performance Appraisalhow
to set job expectations, supervise, evaluate,
and provide for staff development when
indicated. (11/2 days)

Le Full title of the minicourse

79
195



(for trainer "s use

Tabulation of Participant Minicourse Assessment Form
(for 1- to 2-day program)

1. Count up the nu be ratings received for each minicourse and multiply by 5 to get course score:

Minicourse

Facing the future together

Specific objectives for measuring functions

Planning, relations, and problem solving

Raising, maximizing, and accounting
for agency funds

E. Organizing work and making decisions

Supervision and performance appraisal

# of 1 ratings Score

X5

X 5

X5

X5

X5

X5

2. Count up the number of 2 ratings received for each minicourse and multiply by 4 to get score:

tviinicourse 2 ratings Score

A. Facing the future together

Specific objectives for measuring functions

C. Planning, relations, and problem solving

D. Raising, maximizing, and accounting
for agency funds

E. Organizing work and making decisions

F. Supervision and performance appraisal

X4

X4

X4

X4

X4

X4
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Tabulation of Participant Minicourse Assessment Form
(for 1- to 2-day program)

3. Count up the numbt.r of 3 ratings received for each minicoursc and multiply by 3 to get score.

nlcourse # of 3 ratings Score

A. Facing the future together

Sp I objectives for measuring functions

C. Planning, relations, and problem solving

Raising, maxiniizing and accounting for
agency funds

E. Organizing work and making decisions

F. Supervision and performance appraisal

X3

X3

X3

X3

X3

X3

4. Count up the number of 4 ratings received for each minicourse and multiply by 2 to get score.

Minicourse of 4 ratings Score

A, F-cing the future together X 2

B. Specific objectives for e uring functions X 2

C. Planning, relations, and problem solving X 2

Raising, maximizing, and accounting for
agency funds X 2

Organizing work and making decisions X 2

Supervision and-performance appraisal X 2
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(for rainer's use

Tabulation of Participant Minicourse Assessment Form
(for 1- to 2-day program)

5. Count up the nu her of 5 ratings received for each rninicourse and make that number the score.

Minicourse of 5 ratings Score

A. Facing the fuutre together

Specific objectives for meawrin
funct:t. ns

C. Planning, relations, and probt- -71-
solving

Raising, maximizing, and account-
ing for agency funds

E. Organizing work and making
decisions

P. Supervision and performance
appraisal
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Tabulation of Participant Minicourse Assessment Form
1- to 2-day program)

6. Add score ach minicourse under 1.5 to get

Minicourse
Score

from
1

Score

from
2

Score

from
3

Score

from
'1

Score

from
5

Total

A. Facing the future together

B. Specific objectives for measuring
functions

Planning, relations, and problem-
solving

Raising, maximizing, and account-
ing for agency funds

E, Organizing work and making
decisions

Supervision and performance
appraisal

7. Select the minicourse with the highest score,
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Session Assessment Form

In the space provided below, rank the five most Important
session topics in the order that represents your strongest
training needs. In some instances, the expected outcome
describes the session content better than the session title.
(I a strongest; 5 weakest)

A. "Discussion of Reading Assignment"how to
examine the effect of current trends in alcoholism
on an agency in its present state of development.
(1/2 hr.) .

'3. "Group Process I" "--how to facilitate group con-
sensus, how to demonstrate value of group work
on selected kinds of tasks. (21/2 hrs.)

"Group Process II "how to foster productive,
amicable group work. (311/2 hrs.)

D. "Management and Change"how to practice 12
basic management functions in a changing environ-
ment. (2% hrs.)

"The Planning Process"how to formulate program
outcomes with appropriate input from staff. (3 hrs.)

-Director and Board Relations' =how to improve
them. (3 hrs.)

"Planning for Change" applymg planning
skills to circumstances requiring changes in the
status quo. (3 hrs.)

H. "Funding Sources"how to identify new sources
of funds; how to 3olve immediate problems within
existing budget constraints. (11/2 hrs.)

I. "Selected Aspects of Financial Management"cost- 4.

cutting tactics when "belt-tightening" is called for.
( hrs.) 5

"Selected Aspects of Financial Management
(cont'd)" how to calculate cost per resident day
and/or unit cost. (1% hrs.)

K. "Organization Structure and Prition Descrip-
tiong"how to organize staff and assign responsi-
bility. (2'h hrs.)

"Personnel Evaluation and Supervision"how to
supervise and appraise performances. (2% hrs.)

M. "Appraisal Interview and Staff Development"how
to conduct an appraisal interview, how to address
resulting staff development issues. (3 hrs.)

N. "Information Gathering and Decisionmaking"
explore different ways of making management
decisions. (3 hrs.)

2.

200 ---

Letter Full Title of the Session



Tabulation of Participant Session Assessment Forms

1. !mint up the number of ratings received for each session and multiply by 5 to get score:

Sion # of 1 ratings Score

Discussion of Reading Assignment

Group Process I

Group Process II

. Management and Change

The Planning Process

Director and Board Relations

Planning for Change

H- Funding Sources

Selected Aspects of Financial Management

Selected Aspects of Financial Management
(con tid)

Organization Structure and Position
Descriptions

Personnel Evaluation and Supervision

M. Appraisal interview and Staff Development

N. Infor atiin Gathering and Decisionmaking

X5

X5

X5

X5

X5

X5

X5

X5

X5

X5

X5

X5

X5

X5



Tabulation o' Participant Session Assessment Forms c n (I)

2. Count up the number of 2 ratings received for each session and multiply by 4 to get score:

Session # of 2 ratings Score

A. Discussion of Reading As ignnirent X 4

R. Group Process I X 4

C. Group Process II X 4 _____

Management nd Change X 4

The Planning Process X 4.

. Director and Board Relations X 4

G. Planning for Change X 4

H. Funding Sources X 4

I. Selected Aspects of Financial Management X 4

J. Seinted Aspects of I adcial Management
(cont'd)

X 4

F. Organization Structure and Position
X 4

Descriptions

Personnel Evaluation and Supervision X 4

M. Appraisal Interview and Staff Development X 4

Information Gathering and Decisionmaking X 4
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Tabulation of Participant Session Assessm Forms (coned)

p the atings received for each session d multiply by 3 to get score:

Session # of 3 ratings

A. Discussion of Reading Assignment

B. Group Process I

C. Group Process II

D. Management and Change

E. The Planning Process

Director and Board Relations

Planning for Change

H. Funding Sources

I. Selected Aspects of Financial Management

J. Selected Aspects of Financial Ma.n.ageinent
(coned)

K. Organization Structure and Posit.or.
Descriptions

L. Personnel Evaluation and Supervision

M. Appraisal Interview and Staff Development

N. Information Gathering and Decisionmaking

187

X3

X3

X3

X3

X3

X3

X3

X3

X3

X3

X3

X3

X3

X3
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Tabulation of Participant Session Assessment Forms cont d)

4. Count up the number of 4 ratings received for each session and multiply by 2 tt get core.

Session of 4 ratings Score

Discussion of Reading Assignment

Group ?roces

Group Process II

Management and Change

The Planning Process

Director and Board Relations

Planning for Change

H. Funding Sources

I. Selected Aspects of Financ.71 Management

Selected Aspects of Financial Management

(coned)

Organization Structure and Position
Descriptions

L. Personnel Evaluation and Supervision

Appraisal Interview and Staff Development

Information Gathering and Decisionmaking

X2

X2

X2

X2

X2

X2

X2

X2

X2

X2

X2

X2

X2

X2



Tabulation of Participant Session Assessment Forts (cont'd)

5. Count up the number of 5 ratings ru,

Session

of for each session and rr that number the score:

A. Discussion of Reading Assignment

B. Group Process I

C. Group Process II

D. Management and Change

E. The Planning Process

F. Director and Board Relations

G. Planning for Change

H. Funding Sources

I. Selected Aspects of Financial Management

J. Selected Aspects of Financial Management
(cont'd)

K. Organization Structure and Position
Descriptions

L. Personnel Evaluation and Supervision

M. Appraisal Interview and Staff Development

N. Information Gathering and Decision making

r.r. tings Score
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Tabulation of Participant Session Assessment Forms (cont'd)

fi, Add score of each session under 1.5 to get cumulative cores:

Session
Score

from
I

Sc ore

from
2

Score

from
3

Score

from
4

Score

from
5

Total

Discussion of Reading
Assignment

B. Group Process I

Group Process II

D. Management and Change

E. The Planning Process

F. Director and Board Relations

G. Planning for Change

. Funding Sources

Selected Aspects of Financial
Management

Selected Aspects of Financial
Management (cont'd)

Organization Structure and
Position Descriptions

L. Personnel Evaluation and
Supervision

M. Apprpisal Interview and Staff
Development

N. Information Gathering and
Decisionmaking

7. Select he session(s with the highest score.

206



Logistics Checklist: Equipment, Material, and
Roorn Setup Requirements

Session No./Title Equipment' Materials Room Setup

1. Orientation and Overview Name tags

Workbook containing:
Interview Guide
Article by Selden Bacon
Study Guides for Reading

Assignment
Needs Assessment Form
Program Goals

Schedule

Roster of participants

Debriefing teams

Administrator Plus, if
purchased

LRI Management Library,
if purchased

Other orientation
materials, as needed

Large room

Informal discussion

2A. Discussion of Reading
Assignment

Matrix or participant
ratings on flipchart

Reference 2, Changing
Organizational Needs

Large room

Informal discussion

28. Group Process 4 flipcharts,
one in each
corner of the
room, prepared
according to
reference 1

NASA exercise, individual
worksheet-1 per partici-
pant

NASA exercise, group
worksheet-1 per group

NASA exercise, answer
sheet and scoring instruc-
tions-1 per participant

Elements of group work-1
per participan t

Flipchart in each of 4 corners

Chairs that can be rearranged
in small clusters

*Flipchart paper on tripods (at least wo, preferably four, felt pens, and masking tape should be available for each session and will not be
listed.
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Logistics Checklist: Equipment, Material, and

Room Setup Requirements (coned)

Session No./Title Fquipment Materials Room Setup

2G. Introduction and
Explanation of Partici-
pant presentations

Participant presentations.
Topics, and objectives-1
per participant

Resource materials

Presentation signup sheetI
copy posted conveniently

If feasible, it is beneficial to
arrange a simple buffet lunch for
the group in or near the training
area for this session for three
reasons:

It maintains the group feeling
that has developed during the
morning session.

Participants have time to con
sider and discuss the topics
and to form groups while they
are all together.

It saves time.

2D. Group Process (cont'd) Group Effectiveness-1 per
participant

Obstructive Behaviors --1 per
participant

Group Process Observation
Guide-1 per participant

Prisoners' Dilemma Tally
Sheet-1 per participant

Large room with divider or two
adjoining rooms with a door-
way between; workshop setup
in each room

3. Management and
Change

Group Process Observation
Guide-2 copies per small
group (4 to 6 peo
group)

12 Functions of Managing-1
per participant

Planning Process

Management Functions

Session Topics-1 per
participant

Round table setup in one room

Workshoporkshop setup in remaining
room(s) (1 for each small
group)

The Planning Process Questions on flipchart
ahead of time (See A3.
a,b,c in "Sequence of
Activities" for session 4)

Large room
Classroom
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g sties Checklh Equipment, Material, rind

Room Setup Requirements (coned)

Session hioj Title Equipment Materials Room Setupp

(coot d) Reference 1 . -1he Tinning
Process

The Planning Pru c 1 per
participant

Writing Special Prograin
Objectives 1 per
participant

Planning worksheets
a,b,c 1 per participant
Planning for Change -.1
per participant

Director and Board Videotape c tor and Board Round table setup In one roan
Relationships equip,: Guidelines-1 per Concentric circles of chairs with

microphone participant light and space for video
2 cameras

study = .1 Per partici. equipment, If used in anoth er
VTR tapcdeck
monitor
mixer

or
Portapack

pant

Board and bircctor Prop.
lem Sheet-1 per
participant

room

VTR tapcdcck
monitor
microphone

Instructions fur Rolc
Players-1 each for 6
participants (place In an
envelope with the parti-
cipant's name)

Guide for Role Player

optional, but
strongly
recommended

Observers-1 each for 6
participants (place in
envelopes with partici.
pant's name)

Group Process Observation
Sheet (See session 2)-1
for each of the remaining
participants

Hidden Agendas Information
Sheet-1 per participant
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Logistics Checklist: Equipment, Material, and

Room Setup Requirements (coned)

Session No./ Title Equipment Materials Room Setup

6A, Planning for
Change

Refer the participants to
these materials distributed
In prior sessions for
resource materials:

Session 4

The Planning Process

Session 5
Pathway Residence
Board and Director

Problem Sheet
Have extra copies of

each available in case
of need

Round table setup In 1 ro rri

Workshop setup In other roam(s)
(1 for each small group)

69, Planning for
Change

Assessment Worksheet -1
per participant

Guidelines for Individual
Program
Projects-1 per participant

Study guide-1 per
participant

Round table setup in one roots

individual workplaces In
remaining rooms

7. Funding Sources
and Participant
Presentation:
Philosophy of
Funding for Halfway-
House Programs

Objectives for first partici
pant presentation on
flipchart (see handout 1,
session 2C)

Participant Presentation
Appraisal-1 per partici-
pant (See handout 2,
session 2C.)

Funding Sources-1 per
participant

Funding Sources, exhibits
a-f-1 per participant

Foundations-1 per partici-
pant

Other Sources of Funding-1
per participant

Large room

Round table setup
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Logistics Checklist: Equipment, Material, and

Room Setup Requirements (cont'd)

Session No,/Title Equipment Materials Room Setup

8, Selected Aspects
of Financial
Management

Round table setup In 1 room

Workshop setup In other room(s)
(1 for each small grotip)

9. Selected Aspects
of Financial
Management
(cont'd)

Commonly Used Financial
Management Terms-1 per
participant

Cost per Resident Day,
Computation Case
Study-1 per participant

Unit Cost Computation-1
per participant

Procedure for Calculating
Allocated Administrative
Cost,. .-1 per participant

Large room

Round table setup

10. Organization
Structure and
Position
Descriptions

Organization task in-
structions.--1 per
participant

Study Guide: Delegating
and. ..-1 per participant

Study Guide: Developing
personnel-1 per partici-
pant

Morale Index for Supervi-
sors-1 per participant

Morale Index Report
Form-1 per participant

Large room, round table

Workshop setup In other room(s)
(1 for each small group)

11. Personnel
Evaluation and
Supervision

Objectives for participant
presentation on flipchart
(See handout 1, session
2C,)

Personal Review Form-1
per participant

Performance Planning and
Evaluation-1 per partici-
pant (note; should be
reproduced on both sides
of paper)

Management by Objectives-
1 per person

Large room, round table
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Logi5ti ecklist: Equipment, Material, and

Setup Requirements (coned)

Session No. hie Equipment Materials Roots Setup

12. Appraisal
Interview and
Staff Development

Video tape

equipment;
camera

VTR. faredeck
monitor
microphone

Objectives for participant
presentation on flIrchart

handout 1, session

Personal Review Guidelines
1 per participant

The Management of Human
Resources-1 per
participant

Large room, round tattle

13. In formation
Gathering and
Decisionmaking

Group Decislonmaking
Exercise-1 per participant

Psychological Reports
Sheet-1 per participant

Improving the Decision
making process-1 per
participant

Useful Guidelines -1 per
participant

Large room, round table

Workshop setup in other rooms
(1 for each small group)

14 Work on Individual
Plans and Participant
Presentation: Ideas
for Followup
Programs

Objectives for participant
presentation on flipchart
(Sec handout 1, session
2C.)

The Planning Process (from
session 4)

Planning and Presentation
Critique Form-1 per
participant

Large room, round table

Individual workplaces In other
rooms
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Logistics Checklist:

Room Setup R

quipmcnt, Material, and

uirernents (coned)

estlon No,/litle Equipment Materials Rootll Setup

15 Presentation of Objectives for participant Large room, theater setup
Individual Plans presentation on Ilipchart Workshop setup in other 101) 1(%)
and Participant
Presentation:

(See handout I, session
2C,)

(1 tor each small wools)

Associations
Planning and Presentation

Score Sheet- I per
participant

1 Closing Activities Evaluation ins runic its Large room, round table
(posttest and evaluative
review) 1 per partici-
pant

Certificates-1 per
participant (optional)
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ILLUSTRATIONS OF VARIOUS M L1ING ARRANCtMIENTS

found T- Discussion

2. Classroom

Auditorium

00
000

000 0000O 000 0000O 000 0000
O 000 0000

SYMBOLS: Chair

C

4. Workshop

000
E=D C
000
000
mE r m,

000
0

5. Theater 030

6. Informal Discussion

Desk or Table Podium



Sample Presentation Cue Cards
(actual size 5 X 8)

media
materials
equIpMetlt SCS%101I: S title: Director and Uoard elatIonshIns

A. 110(14111c thin ( 40 min.)

Ilan tit I purpose: In Improve telationshi i with hoard of directors

Discuss handout items; elicit contributions from group

II Role play exercise (b0 min.)

Handouts Assign roles and distribute instructions and role descriptions heforc start of wssion.
4a - 41

I landou t 2 Purpose; dramatization ol some problems that might arise on agency board

handout 1 Distribute handouts 2 And and allow 5 minutes to read

I la ndoti Ask role players to retire to room 2 and to read their Instructions; give others either
handout 5 or Group Process Observation Guide

Videotaping Begin rule play start videotaping
equipment # I erminate atter IS minutes

Ask group process and role play observers o report

Ask rule players to read roles to group

media
materials
equipment Session: 5 Title: Director and Board Relationships

Handout 7

C. Hidden Agendas (25 min.)

Distribute handout

Lead discussion How do hidden agendas affect h group; how do they affect
each member?

What are some Indicators that a hidden agenda Is operating?

Is the recognition of hidden agendas necessary to understand
what is going on in the group?

D. Videotape Replay (45 min.)

Play through tape asking participants to note:

examples of group process functions (task maintenance and
obstructing actions)

examples of nonverbal behaviors that role players reported

Play tape again, stopping to point out examples of behaviors noted above

Summary

Brief review of 7 points on Hidden Agenda Information Sheet

General implications of exercise for director and board relationship
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Participant Pre/Post Cognitive Test
(To be administered at the beginning and end of the course

Par ipan ' Name Date

Listed below are some functions that must be performed if an organization is to run smoothly and effectively.
Cheek those functions you think a manager or administrator should be responsible for:

Developing obi,. tiv .s

Setting frames of reference

_ Forecasting and planning

Arranging for financing

Organizing

Obtaining and developing personnel

- Coordinating and informing

Guiding and leading

Surveying performance

Tasting and evaluating

- Adjusting and integrating

Ensuring proper external relationships

A list of steps necessary for good planning follows. In what order should these steps be performed if the plan is
to be well developed? Indicate your answer by placing a "1" before the first step, a "2" before the second, and
so on.

Involving others

Choosing alternatives

Agreeing on organization goals

Gathering information

Setting objectives
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Write a program b ctive that Is specific, measurable, and time phased.

Styles of leadership and styles of declsionmaking usually correspond. Below, from 1 (most applicable) to 4
(not applicable) the decislonmaking style(s) most likely to be used by a democratic leader.

-- Consulting. The leader gives the group members a chance to influence the decision from the beginn-
ing. The leader presents a problem and relevant background information, then asks the members for
their ideas on how to solve It.

- Persuading. The leader makes the decision without onsultin the group, then tri
members to accept it,

to p uado group

Delegating. The leader defines a problem and the boundaries within which it must be solved. Then the
leader turns it over to the group to work out a solution that makes sense to the implementors.

Joining. The leader participates in the discussion as "just another member" and agrees In advance
carry out whatever decisions the group makes.

list three kinds of behavior that interfere with effective group work.

What is the relationship between accreditation and third-party payments?

7. Where would you go to get a complete list of foundations in your State?

8. What does the phrase "management by objectives refer to?

9. In the best run organizations, planning is usually kept separate from operations.

Agree t = Disagree

10. Failure to delegate tasks sufficiently to get the job done is a characteristic of poor nagement.

Agree Disagree
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Answer Key
Participant PrePostcognitive Test

All

2

4

For examples see

4, 2 2

3 or 4
2 3

1 1

S Blocking
recognition seeking
diminishing
awarding

6. Accreditation of an agency program may be a requirement
before an insurance carrier or public service agency will
reimburse an alcohol agency for services for clients,

7, The local or regional office of the Internal Revenue
Service. Each foundation must file a 990 form annually
listing officers, assets, and grants.

8. A managerial method in which supervisor and staff
define individual objectives consistent with program
objectives, set measurable performance standards, and
then compare actual performance periodically.

9, Disagree

10. Agree
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Session 3, handout 2, Participant
Workbook.

Session 4, handout I, Participant
Workbook,

Session 4, handout 2, Participant
Workbook.

Session 13,
Workbook,

enice 1, Participant

Session 21D, handout 2, Participant
Workbook.

Session 7, hand6ut 3, Participant
Workbook.

Session 7, handout 3, Participant
Workbook,

Session 11, handout 3, Participant
Workbook.

Session 4, L.R1 "Planning for Achieving
Goals," pp. 11-13.

Session 13, E. Staff Decisionmaking,
Trainer Manual.



Session 11 tie

Participant Postsession Rating Form

(administered at end of each session)

PICISC circle the response that most accurately reflects r reaction to this session.

Relevance of session contcn

Highly
Relevant Adequate

to your needs:

1 3

2. Relevance of session methodology to your needs:

Highly
Relevant

1 2

Adequate

Relevance and usefulness of handouts applicable):

Highly
Relevant

1 2

Adequate

3

4. Degree to which you understood the objectives of the essiom

Thoroughly
Understood

1 2

S. Degree to which objectives of the session were achieved:

Cornpletely
Achieved

1 2

2U3

4

4

4

Very
Irrelevant

$

Very

Very
Irrelevant

5

Did Not
1.tuNi-stand

; )NI All

5

Not Achieved
At All

5
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ut Interest In the session;

Aoplic Willy of session content ob duties and responsibilities;

highly
Relevant

fec tIveness

Extremely_

f fec tive

2

Itator presentatlon:

Please offer any general comments or suggestions for Improvement of the session.

4

4

Poor

Very
Irrelevant

Extremely
IneffeetIve
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Debriefing Guidelines

These questions can be used to get verbal reactions from
participants after the training program is concluded or
at selected points during the training. The resulting
formation will complement the data collected on session
ating forms (if used) and the final reaction forms.

What specific topics or sessions did you like? Dislike?
For what reasons? 5. In general, will the content covered be useful to you

on your job? If not, why not?

4. How can the instructor's role be improved?

2. How can specific topics or sessions be improved?

3. Which methods are most effective? Ineffective?

6. Were the day's activities in keeping with the session
goals and objectives? Were the objectives achieved?

7. What other general comments or remmendations
do you have?



Participant Final Evaluative Review
(to be administered at end of last session

Looking back over the entire course, please rate
the following aspects of your overall reaction to it:

a. Relevance of seminar content o your needs:

d. Course environment site, accessibility, mate=
rials, arrangements, etc.):

Very Not
Appropriate Appropriate Appropriate

Very Fairly Not 1 2 3 4

Relevant Relevant Relevant

2 3 4 5

b. "Mix" of intellectual materials with example
or applications:

Very Fair Poor
Good Mix Mix Mix

c. Trainer/team p
cooperation):

e. Opportunity to inform course staff and other
participants of your changing needs, views,
etc.:

Little or No
Ample Opportunity
Opportunity Some To Express
To be Heard Opportunity Myself

3 4 5 1 2 3 4

mance , clarity, unity, f. Delivery of new information:

All New Some New No New

Very Information Information Information

Good Fair Poor

2
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the cour as a whole: Have you found the Assessment Worksheet
helpful?

Very Good Fair

2 3 4

Poor

2. During the course, what presentation or activity
was most rewarding to you?

Why?

During the course, what presentation or activity
was least rewarding to you ?

4. How valuable were the handout materials and
readings?

Most Fairly Not
Valuable Valuable Valuable

Very Fairly Not
Helpful Helpful Helpful

2 3 4

6. Did you learn uch from the participant presen-
tations?

Great Deal Some Nothing

7. How would you rate the eminar as a whole in
relation to:

a. Clarity with which goals and objectives were
stated:

Very Clear Clear Not Clear

2 3 4 5 1 2 3 4

2 tJ7
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b. Achievement of stated goals and objectives: 9. Please add any other comments or reactions below
relating to any aspect of the training that had an
impact on you and that we have not covered in the
previous questions (hotel accommodations, meals,

High Moderate Low support staff, sequence of events, worklo-ad,
Achievement Achievement Achievement library, etc,):

2

List any unanticipated benefits you received from
attending this program:

41U5. GOVERNMENT PRINTING OFFICEI tg7
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